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) . . PREFACE" —

. : - s
+ ' . -~
rt represents the conclusion of a two-phase study of
am to sponsor education and work councils. Local -+~
councils are tomposed‘of representatives from business, labor, and
other sectors. Their goal is to inprqﬁé local youtlr transition from
school to work through collaborative efforts on the part of all local
sectors and institutions that .are concerned with and have the resources .
to devote to the youth transition problem., '’

Most of the information presented in th1s case study volume was
collected during week-long, two-person visits to four (4), local commu-
nities which have active education and work councils whose collabora-
tive achievements distinguished them from other education and WOEK -
counc;ls. This information was collected in May, 1980. Three of the
four sites had previously been visited as part of our first phase study
effort. - , .

This report complements two other reports submitted d4n 6ecember,
1979 and March, 1980, These reports presgnted our overall findanggm.
and recommendatlons reqardlng the educatifn and $ork council progr
This volume present’s four in-depth case ftudies which compleqfnt the |
overview of findings and recommendatlons presented in our earlier reports.
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1.0 °  INTRODUCTION L ' i

The purpose of this rep9rt is to .document the experierices of
four educat:.on and work councils which have fac:.htated collaboration
with a particular institution or sector at the local level on behalf of
_improved \:youth transition. The report presents and analyzes the col-
laborative ‘relatic;nships of four councils, using one council each to
exploré in depth‘ 'relat:.onshlps with CETA, edonomic development organ1-
zations, thé’ prlvate sector, and other community councils. -

1.1 .Histery and Concept of Education and Nork Councils |

*

The councils that are discusse8 in this report were®part .of tHe
Work-Education, Consortium project, initiated by the U.S. Department of »

A .

Labor, (DOL) and the. National Manpower Institute‘in 1976. This project

‘consisted of 32 local-edu'cation and work councils and three non-profit,

private "intermediary" .organizations, the National Manpower Institute

1 (NMI) ,l the American Association of Community' and Junior Colleges

(BACJIC), and the National Alliance of Business {NAB) . ‘

As the develaper of the education and work council goncept, NMI
was the first organization involved' in the project. \In March, 1976,
DOL gave NMI a contract to identify communities that.demonstrated some
degree of collaboration -among the various sectors that are respon- -
sible for youth.' S transit;iy fromtschool‘ to work, or which have a stake
in the quality of that trdfisition. N@I canvassed 300 communities,
visited 50, and in'A'pril, 1977, selected 21 for participation in the , ‘
Consortium project. fIhrough their networks, AACJC and NAB founded 11
. other education and wor councils in community. colleges and NAB "metro"
offices throughout the country \}Ql counc:.ls received $25,000-50,000
seed money funding for their first year, and similar sums for their

next -two years ‘of operations. D T

. . .
. As odtlined in The Boundless Resource, the book which intro-=

duced’ the education and work council concept and was the basic source

of '«grit.ten guidelines for education and work council staff and members,

N\
l'I‘h\e National Manpowers#institute changed its name in 1980 to the
Nat:bonal Institute for Work and Learning. .
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the council was to be "a new 1nst1tutlon that would take the transition

t

r
-

from youth to adulthood, frém educatlon to work, as 1ts partlcular
responsibility.” w2 Counc1l functlons were' to 1nclude "both the render-
ing of services di{ectly to youth and the 'hrokering of functions of
establlshed institutions--particdlarly schools, employing epterprises,
labor unlons, employment agencies, and families." w3 'CounciiLrepresenta-
tion was to include all these 1nst1tut10ns and, target group .
attempt to foster JCOllaborat1Ve processes" at the local level and to

v

bring ‘about changetvia this collaboratlon. | v
+ ' :
\
'The education and wark councll concept had t#o. fotable fea-

tures--local determlnatlon and local 1ndependence of any one 1nst1tu-'

tlon. .The feature of local determlnatlon derived from previous experi-

ence w;th federally de51gnéd programs, ahd reflected the shift, in the
' early 7bs, to revenue sharing and local declslon-maklng in a number of
sphgres of federal activity, 1nclud1ng educftlon and employment pro-
gramping. There was no federal design for councils. Thelr agendas’
were to be locally determined by their members. THe federal Sponsors
1ns:?§ed only that councils foster collahorative processes at- the
local- level among those sectors concerned with youth tran51tlon. The
second feature of counclls was their status is intdependent, declslon—l
makind bodles. Unlike other local counclls such as CETA plannlng
:councils or advisory councils on vocational education whlch advise

particularx 'institutions or programs, education and work councils were

‘designed to bperate as independent community organizations which could

:fk* influence not one PMut many public and private institutions to improve

ERC

local transition services. Educatlon and ‘work councils were not to bé

beholden to any one institution foy staff.support or funding; they

-t

were to conduct their own activities with their own staff, and ulti- -~

mately, their own financial resources.

o

2Wll‘lard Wirtz and the NatlonaI Manpower Instltute, The Boundless
Resource: A E:ospectus for an Education/Work Policy, Part I: Youth,
Chapter 4, "New Means" (Washington, D.C.: The New Republic Book

- Company, 1975), p.66.

Thia, p.65. .
: o ‘: .11

- 2

in an, .

.
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. The education and work council was riot conceived to serve -youth
exclusively, although Hroy{ng‘coﬂgern oder youth unemployment in 1976, - .

. caused the U.S. Department of thor, under PresﬂBent Ford, to urge f" .
) o
) that the flrst demOnstratloh.o? educatlog and work counclls focus on

.J ¢ - '\ A v '] .
youth tran51tlon problems. " . . . . .
. N —— ;‘\;‘ LN ¢ [ ° . .
e : NLThe Boyndless Resource estabished tHe broad framework™ for the | : )
L 4 . R
' 2 - . ,

education and .work council concept, but.it left niumerous. questions about
- ‘the concept s operatlonalfzatlon unanswered. What precisely was meant -
by 'collaboration?' ‘How was it deferent from okher forms of cooperatlon'
that are relathely commonplace such ag cQgperatlon betweeg schoolP and, | H' V.
businedses in arranglng plant tours or ¢ﬁ§eer days for students? What
factors could be expected to enhance 'or\ thwart collabdration at e lhcal . ;
level? What role would be played by the tlvatlons of the actors S 1
lnvolved their relatlonshlﬁssto the 1nst1€ut19né they represent, and the
economlc and polltlcal e)v1ronments%1n which thes®_individugls and 1n§t1- .
tutions are nested? As an’ institution fath its owh funds and staff, and .
a desize to-survive, what role would the education and o coundil it-
self,play? 'The éase:studies in ?his vofhme are intended to reveal the}

BRI dimensions of the answers to-these questions. ya .

_ _ 1.2 Abt Associates Inc. Study of Education and w0rk Couht115' ‘
\ C Phase I Findings . R

{ e Ta o 8 ' ks ¢
. In JuLy, 1978, the National Instiszute of Education INIE), und

‘ an agreement with the U.S. pepartment of Labor, contracted witﬂ Abt Associ- -
ates Inc. to conduct a two-phase study oﬁ.the councils in the wbrk-Educa-
L . tion Consortium project. The purpose of the study was to ahalyze council ™
. development "determine whether collaboratloﬂyls p0551ble, ?nd describe
"the outcomes of councll act1v1t1es, \ including 1nst1tutlonal change and N
\ " * impact upon youtht The first phase of 'study, which 1ncluded week-long " !
. sitelvisits to 12 education and worl councils, focused on developing a

i » ! .
broad base of informatiom concerning councils' early development.*

% . : ® e ) ? L
Two reports detail the £1nd1ngs of AAI'g First phase of research. One
report, entitled~"Educat1on antl Work Councils: Progress and Problems, "

was intended to prov1de a broad base of informgtion r individuals.
involved im establishing councils at the lotal level. - 5\shorter paper,

¢




. . ’ ‘. . ~ :’ " .
;& '. The rirst phase of study captured education and work councils
e .ﬂ'(,}J d
. At age 18 months to two years, dzaw1ng the follow1ng descr1pt1ve plcture .

- . -

" of logal.counc1ls.. ) : e

.
-

b : "Gdal statements most consistently focus on youth * o
. . [transxtlon services.] Local edacat1on'and work '
v oA * councils employ one to .three staff persons, although
co - éouncils sponsored by local parent organ1zatlons and
' : councils that existed prlqr to the Consortium - ‘
project may have larger staffs. The executive direc-
“ * . tor is the key staff person,’ and he or she usually
v B has a-background in the educational sector. Counc;l b *
. membershlp in¢ludes representatlon from education,
business,. labor and government. *Education and ‘busi-
ness members are most active...The chairperson
typically comes fram business.. .Members meet at -
~ - * "least quarterly and usually monthly, and most
' . councils have ‘executive committees and task groups -
that meet'more frequently than the whole council. '
.. Decision-making styles include both centralized and
‘\ - decentrahzed models...Voting is gisually corndu&ed
openly and informally, by consensus. "4 . ( \

. "[Initially,] staff members conduct community
needs assessments, develop resource handbooks for use
by local youth service dellverers, or arrange comfer-
i sences that bring youth or local representatives of
d ¢ youth-serving agencies togethér with representatives
of local employment establishments. - Council members
. give their time in council meetingg, as speakers at .

. ;' * . conferences or ‘as organizers of. other council members." -
o - f(‘-,_ £
. o v - .
e . ] - ; . ’

entitled "Pollcy Impllcatlons of the Prellmlnary Findings of the Study
,of Educatidn and Work Councils," was submitted in December, 1979 to
*  assist fedexal officials and law-makers in their deliberations over
~ the role that education and work councils could play in the youth
! . -employment legxslatlon being % eveloped af that time. Inquiries con-
N : cerning the ava;labillty of tRese reportss may be mﬁae to the NIE or
Abt Assoc1ates Inc. !

o
o

¢ 4Educatlon and Work Councils: Progress and Problems, A. Prage' et al,
er1sed‘e§}tion//ﬁ3§éh 1980, p.9.

- . / .

. //;///~ SPolicy Implications ‘of the Preliminary Findings of "the Study of |
L ucation and- Werk Councils, J. Goldberg and A, Prager, revised
%, ditiod,, December g, 1979, p.3. = .

) * r 5, e’ . _‘f . i N - : v - " -
R 5 ' ) .
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- - .13 ! C_

i . ’ ) .
- 04 Dl . 4 i’

“



-

'in the next stage of council development, counc1l§ch
: .L\angin to éngage in activities that invdlve cooperation

d a modest levél of participation from .other council
menbers and individuals outside the council...[For
example, ] council members discuss careers with grdups
of students or participate in student shadowing experi—
ences, Tﬁey help conane pareer guidance 1nst1tute§
for local teachers and guiddnce counselors. "6

a

4

s
&

) X ¢
WYe then no};ed some patterns in the goal developmen" process, the

participation of members, and other factofs in the development of local

~ .
education and work councils: i .

"Establishi§g~qoals and objectives is difficult and
time-consuming’and sometimes frustrates the business
representatives of councils who are eager to gét on
with specific activities. Councils haye d1ff1culty
maintaining the representation of youth, and parents
and representatives of labor are infrequently active
in either the formation or operations of education
and-work councils. - Moreover, most ’councils have faced
some opp051tion from existing community programs. and
imstitution’s, although councils' success in generat1ng
additiofhl funding has hélped to give them more time
to)iﬁ!ablish themselves as community institutions."”

"[Pro*amatic] activities ‘represent the first con-
Crete, substantlve steps towards council legitimization
in the communlty. They are an opportunity for council
members to experience first-hand what the local - needs
are, and they are an opportuhity for specific individ-
vals in community institutions to experience the
council and its capabilities first-hand...Most countils
have [found that] needs assessment and public awareness
activifies are abstract exercises if they are not_soon
accompanied by.,.more [programmat}c] activitjes.”

Asta result of the first phase of study: we recommended that

counclls establish better lirnkages with existing community councils and,

youth programs and ‘agencies; lmprove leadership ability to reldte to 7

individuals and ihstitutions with widely varying 1nterest§, needs and
/

60p. Cit., Education and Work Councils:

- A~
70p. Cit.; Education and Work Councils:

8

Op. Cit., Education and Work Councils:

4
T

4 -~

A P -

Progress ahd Problems, p.49,

Progress and Problems, p.49.

s

Progrese'and Problems, pp.9-10.

\
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styles of operatiéns; involve broader #nd more active council membership, ’
particularly from parents and ‘'groups representing organized labor or
wthér worklng peopler and conduct more longrterm strategic. p;innlng in
order/to created nedgded change in local institutions and impacts upon
Iocal youth. We also suggestedsthat councils attract funding from a ’
deer variety of public and private 'saurces in order to secure their

&
p051tlon as independent dec1slon-mak1ng bodlés.

°

The first phase of study also revealed flndings-tconcerniﬂq the
process of collaboration,’the achievement of institutional change, and
the- achlevement of- 1mpact upon youth--which helped shape the setond, and *
flnal phase of study. Briefly, "the study found that the process of
collaboratlon had begun in most sites, but that 1nst1tutlonal change was
not a focal point (expllcltly or implicitly) of council,endeavors. mhere
was cooperation between council. members’ from different sectors on joint .
activities, but these activities 1nfrequently engaged substantral involve-
ment of the institutians r%presented by council members. Council members
did not often see themselves ‘as representatives of institutions with aq
councii mission to ﬁring about change within or between those institutions.
The study also found that the majority of council activities were not
directed at youth but at youth service deliverers. Moreover, activitie§
directed at youth involved primaf!ly in-school youth, and focused mainly
on career education. Other types of youth transition services (vocational.
education, basic skills development, job placement) and specific youth ° ‘
target groups (dropouts, pregnant teenagers, unemployed youth)', although
a concern of federal policy makers at the tlme, were not major council
foci. As a result ‘of these findings, the second phase of study focused
on the process of collaboratian that was unfoldlng at selected s1tes,
xather than the measurement of the achievement of goals that nay have
been part of an ynwritten, or evolving agenda at the federal level, but-

which were not evident at the level of local education and work councils.

&e council subject areas seleoted for study in Phase II and
presented in this reportVGOncern the successful involvement of councils
R .

with other organlzatlons° This is especially important to understand-

ing the work of councils and the challenges faced by councils because,

kY
n

- »
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in many cases, there is no natu§el incentive'fop an institution or
seékor to' join forces with\}ﬁe-counc@l;ﬂthe council has haq to develop

" . that incentive. The case studles,coeta%ﬁed in this report illustrate
how education and work councils b@nefit from working with CETA, local
economic development orgahlzatmons, the private sector, and other
counmmlty oo:nclls. where fea51bif we attempt to 11nk the councils'

* activities to changes in local 1nst1tutlons and in the 11ves of local

: P %
youth. ‘ “ -

Chapter 2.0 of this volume dlscusses the nature of collabora-
'tlon found in Phase I, the federal, leglslatlve context that has
encouraged collaboratlon among sectors and. 1nst1tutlons and the forms
of collaboration that were exempllfied by the four education and work
counclls dhosen for study in Phase II ang presentation in this report.
- Chapters 3 0 through 6.0 prov1de four case,studles of council efforts
rto effect ;ollaboratlve processes with local 1nstnlutlons. A final.
chapter, 7.0, d15cUsses the factors'lhat encouraged and inhihited
collaboration between eﬁhcatlon anJ work* counclls and the CETA, eco-
nomic development, prlvaoe, and other local council segdtors, and
izes, for local policy makers and practitioners, e policy
laboratloﬂ: Appendix A provides a descrlp-

d‘act1v1t1es of each of the four edu-
cétion and work councils wﬁose
a partlcular sector is documented 1n,the body of the report. Appendix B
'prov1des a flowchart of steps that can be used by local councils 1in
j.mplemex’.ng collaboration sith public sectors such as CETA, schools, and
' local économic development groups,

R
- +
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2.0 THE IMPORTANCE OF COUMCIL: COLLABORATION WITH SELECTED SECTORS

e 4 = e ————
N v
-
#

N . - ' . " ' . ’
A According to Paul Barton, a senior assoclate of the Nat1onal Man-

power- Instituf/ collaboration means ",..the participation of the repre-

sentatives of the importanﬁ ingtitutions and sectors of the communlty
that have,the responsxbjilty, resources, and influence to deal with the

whole of- the t;anéitlon @ regular adult employment.-.A collaboratlve -~

process,..is ioentified by:

. »

‘ " €
.

_ "being an ég ized activity with ‘an agreed-upon
. policy for its conduct;

the Egrticlgatlon of representat1ves of education, ».
business, labor, p ts, the voluntary and serv+
ice organization sector, the public, students...
or at least a sufficient number of the above to
proV1de the expectation of significant achievepent;

an involvement in the, improvement of the transition

arrangements rather than the rest of the group
“rbelng "advisory" to any, one of the represented

lnstltutlons or sectors; land] e R

)

the development of, or working on the development
.0of, an agenda of substantive actions, a prioritiz4

ing of the itemg on the agendd, and 2 anning toward
. actually carrying out the agenda."

-

. Barton we!t’-on to'_explain that collaborative processes would engendet

. a e . . « s ‘ g . .
¥ both cooperation and congllct, a5 individuals and institutions recognlzed

thelr mutu?l interests but still softight to advance thelé self-interests.

Certain forms of" collaboratlon are of spec1al interest to policy
makers and practitioners. Four of these forms of collaboration--with
CETA, economic ‘development péﬂ;n1zatlons, the private sector, and_/gher_
local ecouncils--are the subjects of case studies in this volume. This

‘chapter hlghllghts the 1mportance of each of these forms of councll

. colleboration. oo >

2.1 The Comprehens,\~€> Employment and Training Act (CETA) Sector®
T .

X
One of the most jmportant possibilities for collaboration is
+

that with local CETA primeisponsors and state CETA agencies. These

public agencies offer a potential funding source for council operations

”
Il . -
-

Paul Barton, "Community Councils and the Tkansitions Between Education
and Work," NIE Papers in Education ahd Work: Number 9, Industry/Edu-
cation Community Councils, December, 1977, p.ll. -
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as welllas a eystem of local employment and training ‘service delruery .

.y that education ‘and work councils can influence. This system of local
' ~ . .

ehployment‘and training services was developed largely through three

pieces of federal comprehensive employment and training'legislation;

P

summarized here in Figure 1.1. Ve

4

t : :
showed thai;.___gmhcﬂ‘latlonships to CETA were limited. Educatioh and -
. work counc1ls saw CETA primarily as a means of obtaining funding (under

« ‘the Public Sepsice Employment, title) for council staff, much as CETA {s

yiewéd by * teachers solely as thelr source of teacher aides. Some
education
3 were not Qery active. A major reason may be that the councils tended to
focus\thgu; attehtlon on a1l youth, while CETA officials are concerned
) ~\pr1mar11y with the dlsadyantaged. Other dlsxncentlves to active council
» membership by the CETA orgqnlzatlon or joint ,conduct of youth projects by
S the counc11 and CETA may have ‘been the poor image of CETA retained by
\ prlvate sébtor representatlves on the council, or the conservatlve, anti-

-

SN ' federal bent of soire communitges and thelr counc1ls thembership. .

- \ ' ¢

A major spark to the development of CETA-educatlon and work

: - counc11 relatlonshlps was rekindled each year as the counclls fundiqg
frOm NMI ran out, and uncertalnty over contlnued NMI funding was high. -
By Apx;l 1979, the start of most counc11§/ third year,'many had begun

L0 to seek local CETA funds to suppo;t their continued exist&hce.

s S . Over the past fou; years, federal’ leglslatlve deVelopments

g reqardlng youth have expanded the resoutcés, mechanxsmS, énd incentives

spending and program plans. The Youth Employmedt and Demp ration

Projects Agt 'of 1977 {YEDPA) , whlleqlncrea51ng CETA resources for youth

transition servxces by 80 percent, attempted to encourage the partici-

.pation of local youth-orlént\3~anst1tut1ons ,in CETA. The new legisla—

s ‘ tion encouraged 1nteractlon etween prlme.sponsors and local education
. agencies, and called for*the e tabliéhment‘of local youth councils

with brogd-based membership to e recoméendations for the planning

+«.* and review of YEDPA programs.

. ot . 'Y
. In its first phase, ‘ouy stpdy of.education and work oourcils 0

work council ‘boards 1ncluded CETA representatives, but they ‘
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COMPREMENSIVE EMPLOYMENT AND TRAINING LEGISLATION 7
[ ' - ’
' Comprehens ve Employment and Tratning Act of 1973 ((:EM)‘£ v <
. . .

The purpose Qf_this legislation was “to provide job ttu:nan and employmant opportunities for -cono-sﬁlly dissdvantaged. unemploysd, and
umduresployed parsons, and to assure that training and other services lead to maximus employsent /Opportunities and enhance self-sufficiency
by establishing & flexible and decentralized system of Pederal, Stats, and local programs.” The Act included five msjor titles: I. C
prehansive Manpower Services - sstablished prime sponsorships. outlined ziu)xd{c range of, services to be provided by tha prime spon.

and astablished prims sponsor plaaning councils to submit recommendations on progras pland to the prime spoasor. to monitor and svaluate
sxisting programs., and to provide for.comtinuing anslyses of naeds for employment. treining, and releted servicas in the azee; II. lic

. M allocated funds and stipulated cpnditions for receipt of funding for programs designed to provide unsmployed and
undereaployed persons with transitional employment in jobs providing needed public services in areas Of substantial mq*éy—n:. and
whe rever feasible, related services Mo facilitate transition to unsubsidized esployment: III Spscial Pedaral Responsibilitiss - avthorizad
sdditional manpower, pervices as provided in Title I and II to epecial population fegments. including youth, offsnders, persons of iimited
English-speaking ability, older workers, etc.. as well as special allocetions for programs for Indiane and.-migrgnt or seasonal workers.

, V. Job Corps. - maintained Job Corps, consisting of residential and non-residential Centars in which low-incoss. disadvantaged men and
women aged 14-21 participite in intensive programs of aducetion. vocatlonal trdining. work experiance, codnesling, and othar activitias, as
a categorical progras operatad by the federal government; V. uu.onn Commiesion for Manpower Policy - continued the funding of a nataonal
council 5f experts to identify the manpowsr Godls and nédeds of the Mation. and to svaluats the extent to which axisting proffisms represent
a cooTdinated ApFroach to Meeting such nesds. y

o foutn Esployment and Desonstration Projects Act ‘of 1977 (YEDPA)Z ’ 3 Vi -
© rd . [ 4 ©
The purpess of this legislatios was “to provide employment and tYeining opportunitias for youth, and to provi for other 1sprovessints ik
employment and treining programé.” The Act incl two major titles. sach amending an sxisting CETA title . Young Adult Conservatdon.

%E - umlhh’od a CETA Titla VIII to provida employment and other bonehu to youth who would not_othervWise be productively asploysd.

ough a period of aervice during which they engdge in useful conservation work and assist in other frojects on public lande and waterveys/

B 11. Youth Employment and Demonstration Programs - amended CETA Tifle III by establishipg several New programb. desiCnid to teet the ralative
sfficacy of different (ways of dealing with youth smployment probijies. Subpart 1 authorized Youth Incentive Entitlement Pilot Projscts to
demonptrata t‘be sfficacy of gquarantesing susmer work and part-t ewploysent or treining w:u’nuu during the school yesr to youth who
resume or maintaln attendancy in school for the furpose of gainghg a high school diploms or equivelency degres. Subpart 11 authorized
Youth Cossmunity Conservation and Improvesant Projects to grov haloy-n:. work exparience, skill training, and qur:unxuu for commu-
aity service to unemployed 16-19 year olds supplemsptery zg\opper:gnxnn provided by the Young Adult Tonesrvation Corpe.” Subpart 111,

\ the major subpaért. authorized a broad rangs of Youth a_lglga!n: and Training Programs (YETP) tO maks & significant’ long-terw impact o the
structural unesployment prablem of youth. Among its provisiods, Subpart III alloceted 5 percent of YETP funds to the governor of ssch’

stets to be used in accordance with a special statswide youth ‘services plan forguch pi rpﬁu es providimg financial healstance to youthful
wards ¢f the stata, providing labor market informarion to prime sponsors dnd s 1s, providing for the sstablishment of cooperative
sfforte betwedn Stete and locsl isrstitutions, Providing financial assistance for expanded or axperimental programs in apprenticeshlp tradea.
or i1sglementing model eBployment or traianing programs for youth within the frivets sector  Subpart 117 also specified that 22 percent. of
the Prime sponsor's allocation under YETP ",,.eball be used for programs for ia-schocl youth carried pursuant to agrassents betwsen
prime sponsors 4nd local sducation agencies. Subgart IIT also identified nuaerous assurances to be ided by the Prime eponsor as a
cpndition for receipt of funds, including assurances that a youth council be sstablisl under the planBing council and that such youth
council “...be responsible for making ncohond-uom to the planiiing councxl with respect to planning and review of activitiss conductédd
under (YZ'L'P) " N

. / ¢

3

omprenensive Employment and Truning Act hana-nts of 1978 # oo .
The puzpou of thie lcquhuen-uu to axtend :no previcus authorization, re-structure the previous legisletion, 1mprove the nrqumq of
Public sector jobs to the disadvantaged, and add a Title VII: Privete Seftor Opportunitife For the fconomically Uisadvantaged. The (ur=
ose of Title VII 1a" soidempnsetyate the affectivaness Of a variety of approsaches to incrdass the involvement of the tusiness COmmunity.
tncluding small businass and minority business enterprises. in employment. and traininy activitiss under CZTA, and to inCrease privags
Sector emplcyment opportynitiss for unemployed and underemployed, sconomically disedvamtaged persons. The tyles of prograse authorizad
wnclude, t aré not limited to contract tralning programs; apprent ship or high skill d'um.nq programe;: increased oppertunity for
upgrading’” work/etudy and cooperative education phruu snafl busines : prograns, dav-:gpmq dnformation bases Oon new and rlanndd
putlic 1nvestment projects: follow-up services with emplcyess hired by Jph: under Title YII, wncouraging employers ts develop job
skall lorocnu. technical assistance to employers to veducs paperwork: dissenfnating information to private ssctor employers to fm.xuuu

Jreates :xhuum of CETA. Section 704 required avery pruu apONSOr recelving assistance under Title VII to u:wlun » ngua Industry
council
saployee

IC) witn Sl parcent business and induetry reprveshtativea, Mglf Of wnom are repressntatives Of samall business (500 or less
The chairman of the PIC serves as an ex-cfficio, noff-voling member of the prime sponeor planning council. The PIC's major

ruponnbuxnu include: davelopmint and upxaununon of Title w11 programs, plan |.upnluon: consultation with pPrime aponeor with 2
respact to other CETA prograsm; and anglysis of pnv‘u sectur job opportunities inciuling s3tinates by occupstion. industry., and loiu!on

\ v - .
1 N .
tulic Law 93-20), Qacester 28, 1971, (\ ot 4

. . N '

zi_nh: Law 35-93, August, 5, 1977 e
Yy aiie Law 95-524, Octaey 27, 1978, .ot .
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. > “The YEDPA 1eg1§lation off!rs several types of opportunities for
educatlon and work councils' to affect CETA. Since many oE education
and work - councils’ most" aotive partr/;pants are high school career and
‘ ' ' vocationél e&ucators, the strengthened ble with local ‘high schools pro- ‘
© vides these 1ndiv1duals with an 1ncreased opportunity to 1nfluence CETA
\\\ programs for' 1n—school youth Members of education and work councils
. ~ can represent those councils on CETA youth councils, participating as
) chalrpegg\.s or active subcommlttee members 1nvolved in quality assurance,
>, proposal review, pr the gomlnation of’ hew council members. As organiza-
. tions, eduéationkgnd work counclls can sponsor or operate CETA- funded

youth programs, or consult" w1t§»CETA regardang those programs.

[N

In March, 1980, the U.S. Department of Labor asked for an addi-;
tional $2 blllion for CETA youth programs under its .proposed new youth .
1n1t1at1ve, which would reorganlze all CETA youth programs and "...pursue
goals of YEDPA such as school linkages and communlty-based group involve-

. ment in more straight-forward'ways."

In pEtticular) the ne@ bill proposed the creation, of two local

aobuncils with broad-based membership to act as adV1sory councils to the
// schools for CETA—funded programs One councll, called a school site
council, would work with a partlcular scheol to develop plank for in-
) . school youth programs to be funded by CETA. The qther council, coinci~
. - dehtally called an Educatlon-wOrk council, would have a wide range of |
responsibllitaes, including the development of fundlng cr1ter1a for
eliglble schools, the award of planning grants, the rev1ew and written
) i appralsal of eachhschool's plan, the allocation of funds to pr1vate
‘ —schools, and the award of program-ipplementation grants. The Administra-,
tion's b?}l also permitted the CETA youth council, established under -
YEDPA, .to serye” as the -lucation and work council as well.3 ' .
. — ,J., |

1 * M
+ . .

ZEmplojéent and Training Reporter, BNA, Washingt®n, D.C., December 13, 1979.

* + .. oo~ .. , ’
3Adxninistration 's "Youth Unemployment Initiative," advance copy of the . -
leglslative specificatlons, provided to-members of the Subcommittee on
Elementary, Secondary, and Vocational Education, House Committee on
Education and Labor, February 19, 1980, Title I1I, pp.16, 19-20.

e
* IS

. .
< , [ . .
.

3




The proposed youth biil, which failed to emerge from _ommittee
in t1me for consideration ?y the 96th Congress, clearly signa led the
Carter Adminzstratlon s intent to 1nvolve broadly-representatﬂ/e
councils in schools' decisions regardlng the use of CETA funds ‘and in
so doing offered new mechanlsﬂs for education and work counc1Is to -
increase their part«sipation in proqrams serving youth. As aAooumunlty-
based organization, the education and work council could be represented
on the new school advisory bodles. Education and work counhcil members
could also participate in other capacities, as representatlves of pri-
vate ipdustry, teachers, government, labor unions, parents, d% gouth.
Theoretically, the education and work council cpul 1so seek to serve
both as the school superintendent's advisory council oA\FETA programs

and the CETA prime sponsor s advisory council on youth programs, and

g -

‘e

Y

‘;hus occupy a potenélally influential role in tHe decision-making process

of two of the most powerful local agencies concerned with youth--CETA
i
. b

_and the schools.

\

/ ' From another standpoint, edutation and work council}s can’ play a
role in aiding CETA representatives and vocational educat93¥ in their
initiatimwes for more institutional coordination. Rep. James Jeffords
(R-Vt.) announced in late 1979 that he was drafting a bill té provide;
incentiyes to bring togethey everyone involved in serving disadvantaged
youth, stating "...[that. the motiva@!%n of teachers, schools, and the
CETA'and vocational education systems are equally important]..."4 in
sbroviding serv1ces. Educeflon and work counc11s can play a role in '
these efforts, and indeed, have been organlzed’and conceptuallzed td do

.
2 ' -

SO. - . -

- . N ' .
All of the education and work councils described in this report

. demonstrate dollaboration with CETA that goes befond the provision of

staff support, The case studies-demonstrat council involvement with

CETA——operating projects funded by CETA, 6v,iding consulting services .

‘to the prlme sponsor, or representing the tien and work council on

councils that advise the prime sponsor. One cage study in particul@ax
BN

(Chapter 3. 0) documents the development of a council's collaboration ~

f‘Op. Cit., Employment and Training Reporter, P.399%« ‘
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with CETA and the impact of the education and work council on local CETA-

.

funded programs for youth. .

2.2 "Economic Development Organizations .

o Education angkworg councils, like publicly=funded local activi-
ties such as CETA and ;Bcational _education, can benefit from stronger
?)es to local economic development organlzatlons and activities. The
primary benefit may be’in the communlcatlon of up-to-date 1nformat10n
about local jdb and traiming opportunities that these organizations
possess because of fheir‘regular, frequent interactions with a‘bréad
\ cross-sestion o% local induisry and business. .

Local economic development organizations include public and pri-
vate agencies whose main purpose is to enhance the local job and tax base
or generally to increase the amount of dollars flow;ng into or staylng
within the local community. Local economic development involves pri-
marilyiindustrial and commercial development. Econamic development
‘organizagions facilitate ecoriomic development .through planning, research,
development gackagiqg; financing, and the provision of' other economic
de;elopment assistance *services, Examples of economic development

- organiéafions include: . city, county or hnlti-county economic dev&lop-

fmenf offices, which typically repore to the_chief elected official or

a board of chief elected officals; non-profit induse;ial or economic

'.‘development corpq;ations, which proviqe a variety of industrial, com-
mercial, financial, and marketing services; and industrial development

e authorities or financing corporations, which are'estab{ished‘through'
- ) legislation, and which may be able to issue bonds to finance develop- '

o ment projects,ﬁseil of acquire public lands, or provide foans or

special financing arrangements to devdlopers.

Among the 12 councils visited in the first -phase of our study,
. N . 'Y
we found few linkages between councils and-fﬁe local economic develop-

ment Sector. The ties that were found were concentrated in councils

.

. that served predominantly ruraf’communities, Council membership

anluded an economic development representative in one of the two rural

sn:es we visited, where & staff member of the federal economic develop-

ment agency in a nearby capital city was a member of the education and’

ERIC S 22." |
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/ work council. The other council which served a primarily rural area . i

. was seeking to jo#¥h with the localteconomic dévelopment corporation in
developing a special program to train residehts fo? new;giarrived jobs
a?d industries, but fhis joint activity had not yet bééuﬁ at the time *

of our fi}st field visit. No council lez&ers, whether executive direc- | .-

nted the local economic develop-

b S - £
ment sector. - N » *

tor, chairperson or other member, repres
Several reasons may explain cquﬂcils; iack of interes? in the
economic development sector. Eigst, there[is little monetary incentivye.
Public funding for local economic development is small compared to
" lic funding for job and training servicé; under CETA. The role of
federal economic development funds in the community is most visible,
and therefore likely to attract the attention of education and work
councils, in rural areas. Second, economic deveiopment organizations
are priﬁarily cencerned with industrial or other develbpmeﬁt activities,
inciudiqg +he attraction and retention of firms. An equally important
goal, particularly for public economic development organizations
receiving federal funding, is job creation. The educ;tion and work

councils that we visited were fore concesyéa\wlth career education than .

A

with job creation. Their most active T9ﬁber§h representing local busi-
ness and high schools, werg principali?«eeﬂé;rned with helping yoth make

+  better job decisions and insuring that-yguth have the basic skii;s
redquired in the workplace. In addition’ whether ‘cause, coihcidence, or -
éffect, the-least-active federal partner in the U,S. Department of
Laobr/U.s; Department of Education/U,S. Department of Commerce partner-
ship in the Work-Education Consortium Project was the Comperce ﬁepart-
ment, which oversees federally-sponsored local economic development

activities.

Another reason why education and work councils have nqt coordi-
nated the&r efforts with the economic development‘sector may be that "
there has béen little federal, leg%slative ihceﬁtive to do so. There
have béeqlﬂumez.us studies of économic developﬁent coordination by the/ .

_ U.S. Department of' Labor, tne l"IS' Department of Education, the Economic
4

Development Administration\(EQA) of the U.S. Department of Commerce,,and
~ o/

T - .« ’
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other agencies (see Figure 1.2), as well as considerable lip sqvice to .
the 1mportance ’f such coordinatlon, but very few legislative initiatives
of the sort that characterlze CETA and youth policy developments. None-—
theless, coordination with economic -development organizations appears to.
have heen a major policy emphasis of Congress during the Carter Adminik-
tration. Early in 1980, staff for Augqustus Hawklnsk the Chairman of the
House Employment Opportunities Subcommittee and pre-eminent propg?ent of
the nation's full-employment policy, emphasized the Congressman's intent
"...to strengthen ties between CETA and economic development activities"
in -order to assure full employment., The National Conndssion for Employ-
ment Policy chose to focus on economic development in shaping national
employment as one of its two study issues in 1980 (the other is women in

the labor force).

Dt . 4 : : :
Called for improved coordination with the economic development sector:

One recent legislative initiative pertaining to youth
. k)

the House Committee on Education and Labor's version of the youth bill
.required~that youth be addressed in Private Sector Involyement Project
(CETA Title V%;) plans, that the plans be reviewed by local economic
de}elopment—céuncils, and that menbers of such councils be represented on.
the-Private Industry Councils (PICs) which are responsible for developing
and monitoring Title VII plans ' . ’ :

-

Operators ‘of CETA employment and tra1n1ng programs, among

them schools, are beginning to realize the benefits of coordinating - |

with local development efforts in order to prepare a trainedvand
skilled workforce for incomi:g and growing industries, and education
and work councils can benefit from such cgllaboration as well. An -
examination oflthe goals and activities of ecgnomic'development groups
suggests several ways in which the goals of education and work councils
mag/pe enhanced by collaboration with such droups. Economlc develop-
ment groups, through the research required for economic development
plans, are a potential sour%E.of data on demography, 1ndustry jobs,

indugtry movement, and other data relevant to youth transition. The

accumulatlon of knowledge about industry trerds and needs beyond that

x

&

5Education and Work, Capitol Publications, Inc., Washington, D.C.,
November 27, 1979, p.3. .
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) - - FMgure 1.2~ .
EXAMPLES OF AGENCY STUDIES OF ECONOMIC DEVELOPMENT uNkAc_Es

. P .
- L3

.l", * . - .
THe U.S. De t of Bducation contracted with the American Vocational Association in October,
1979 to produce cage studies and conduct workshops on vocational education and economic develop-
- Wnt linkages. Although the study continues until April, 1982, preliminary findings'show that
the level and axtent of relationships between economic development organizations and vocational
education agencies differ substantially across sites.. Linkages appear strong in some state
. capitaL{ whete state economic development offices provide funhds, staff, or information about
tries, state vocational or educational adencies to develop trainﬁrfbr industries or
firms coming into the stetw: At the local level, the linkages may be more tenuous due to vari-
ability in the availnbi/urty and quality of vocational educatipn in different localities .sven
within the same state. Local economic development councils ihclude vocational education repre-
sentatives,, pursuant AL rcqnlau.?n Qov-miaq the composition of these councils. .
Ay

The 0.5. De t of Labor has undertaken at least tiree efforts aimed at improving linkages
between economic development organizations and CETA prime sponsors, and has assigned one ipdividual
in the Employment and Training Administration's Office of Program Evaiuation and Research (OPER) to
organize. the Department's economic development linkage efforts. OPER contracted with CSR, Inc. to
conduct a study ‘of CETA and economic develo t linkages in rural areasii-Largely a documentation
rather than an evaluation. effort, this study .found considerable informal 4gé between local
CETA and economic development organizations ih rural areas. Typically, "CETA prime sponsors
referred clients for work on local capital improvement projects awarded by EDA after review of
applications submitted by local economic development agencies. .

OPER has' also contracted with the National Cpuncil on Urban Economic Development to study CETA and
economic development linkages in urban areas and to produce a technical assistance guide aiped at
CETA prime sponsors and officials of local economic development agencies. The study identified
linkage in' primarily three argas: planning, otganization, and operations. In the Arka of planning,
the authorwm point out, that both CETA prime sponsors and local economic development agencies are
responsible for compiling demographic data and submitting yearly plans®which 1ist programs for
which 'these agencies seek funding. In the area of organizatiocn, the study finds instances where
the prime sponsor assigns an employment spscialist to work at.the,ldcal economic development office,
or vhere the two city departments charged with planning the use of CETA and economic development
funds are merged. Many joint operatiomal arrangements are also being made, particularly in large
cities or at the state level. Handled by an ombudseerson or an economic development office
Tesponsible to the chief elected official, incentives to development which include CETA funds for
training, CETA tax credits, economic development funds for capital improvements, loan guarantess,
special assistance to small businessesy etc. are "packaged” for the purpose pf facilitating .
development activity. The use of CETA_ Public Service Employment funds to supply staff for eccnomic,
developmnt organiZations was also a major source of linkage. .

Finally, to bring the results of these studjes to the tield, ORER contracted with Manpower Policy
Counselors, Inc. to hold specia} seminars on the subject of how to improve CETA and economic -
development linkages. The fint‘u:h seminar vas held in Washington, D.C. in Pebruary, 1980.

.

“

The U.S. De t of Housing and Urba&n Development initiated an experimental program in 1978 to
link Community Develapment Block grant, Comprehensive Employment and Training Act, and Economic
Development Administration funding resources in ten cities. Results of the evaluation of this
prograa completed by Abt Associates Inc. in September, 1980 showed that the predominant }inkage
effort was made by CETA prime sponsors who reserved on~the-job training funds to provide jobs for
CETA-eligible residents on private sector projects sponsored by the city housing and development
departments. However, the study also found that this effort was not highly successful, as much of
the money remained unspent’. The subsidies were saall compared to other available cost-saving
inducements; the papsrwork was burdensome; and the clients were often judged not job-ready. On the
positive side, many respondents held out hope that the nevly-formed Private Industry Councils (PICs)
would serve to improve coordination betwesn CETA, local economic development, and private sector
terests. ) :
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whlch is lncérporated in federally-requlred plans is another benégfit which
joint membershxp on an economic development council. may confer. This-
kn?wledge is partlcularly relevant to the career education initiatives
that are the most coumon act1Vity aof educatlon an wonk counclls. .

_ Economlc development organizations also may be able to assist in the '
ereation of youth enterprlses which are encouraged in YEDPA proqrams,
by locating business sponsors, by prov1d1ng financing, or by prov1d1ng
or arranging for the provision of training and technical assistance to

-

youthful entrepreneurs.

One case study. (Chapter 4.0) in this volumeudocnments the-
process by which an education and werk council serving a rural area
not only developed financial, orqanizational, operational, and pro-
grammatic t1es with the local economlc develppment sector, buf also

lncreased coordlnatlon within that sector. .

2.3 .The Private Sector 't

hore than éb percent of all jobs are located in the private
'sector, and it is likely that this figure‘w;ll lncrease in comino years.
Each tenth.of a percentage’point of increase will mean approximately ‘
lOADOO more jobs in the prlvate sedtor. Preparing youth for these unsub-
sldlzed jobs is the ultlmate aih of current youth employment programs,
includlng educatlon and work council efforts to coordinate with the CETA,
economic deVelopment, and private sectors. . J
The education and wogk colncils studied in the first phase
achieved a certain degree of private sector involvement. Private sector
4"\representatives, who tended to be the personnel managers or training
directors of large companies, exerclsed counc11 leadershlp in several
instances, often as the coupeil chairperson. Councils that had active,
private sector leadersAid were most successfuf’ln attractmg mémbership

fees and monetary contributions from local buﬁlnesses. Private buslnesses
* also helped to support education and work dnunclls through 'in-kind con-

tributions such as office space or equipment, or by assuming the burden

of cgsffcil staffs’ fringe benefits. On the other hand, businesses”that
ame involved in council activities ténded to have prévious records

of\community involvement and resources for community relations. With

26 -t
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few exceptions, tﬁese businesses did not assume responsibi}ity\for

* involving other local bu51nesses im éducation and work cluncil act1v1-

ties. Many councils found that private sector representatives did not

\\ have the time, and in some cases the lnterest, to part1c1pate actively.
Slmuitaneous 1nvolv£$ént in councils of private sector unnagement and -

was well represented -on councils,,there was more turnover '
is group than aﬂ’ other and their active involvement was diffi-

sustainy ) .
A v

ct1ve 1nvo1vement of the private sector has been the goal of
several igderal 1nit1at1ves aimed’at equipping youth or adultsjylth
vocatdonal skills and increasing the number of private sector. jobs
avdilable to disadvantaged youth and adults. One of the f1rst such .
initiatives in re es was .the establishment of the National A

n for Industry—Bducation Cooperation (NAIEC) ¢ Begun yé 1964

the Association was~establ;shed "as a means ‘of mobili21ng the resources

" of industry - usiﬂess,ﬂlabor,,governﬁent, agriculture, and the profes-
sioss] tpqa ?st.fﬁpools in their efforts to,improve the relevance :and .°

. . 6
quality of educational programs at all levels."

The Education Amen Bt ot 1926 Sought greater industry involve-
ment in school programs, althou their ma]or concern was with the quality )
and accessibility of vocatioqﬁ!‘education. The-Amendme;;s called upon
each/s:ate to establish state and local advisory ¢ouncils on vocat10na1

. educatiog, and made’ a point. that MEach state adV1sory council shall have

as a majority of its members persons.who-are not(educators or administra—‘

tors he field of e ation. The legislation went on to specify 20
" groups must be rgzzisaﬁted Qn the state council. fThe f1rst four
re individﬁals who represent, and are ﬁéailrar w;th the voca-

tlonal concerns ‘of ﬁanagemsnt, llbor, agriculture, and industriai *and

mentione

f&ited. in sevaral NAIEC public relations broctmres. ’ ’

N -4 o * . . . , .
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economi development a,genci.es in the st‘ate.'7 In discussing the gompo-

sition of local advisory councils on vocatlonal education, the leglsla-
-

tion states that "Sucq local advisory councils shall be composed of
members of the general public, especially of ‘representatives ‘of busmess,

' The U.S. Department of Labor has administered two proqrams to .

for the disadvantaged. In 1968, th

incéease private sector involvementLin employment and trainmg progran&
.4 jobs program that was to be operated by a new private sector organiza-

U.S. Department of Labor funded a v

.tion callec\ the National Alliance of Busmess (NAB) . The new organiza-
“tion was the brain&hild of lea*rs of the pnvate seclor a.nd officials
+ . of the U.S. Depaktment of Lagor. The staff of NAB's national office

_.kand ié:f: 110 local "metro” offices were private sector officials on loan
from mdustry _ The purpose of the organization, and of the JOBS (Job
Opportun1ties in the Business Sector) program it sporf!ored, was o
place the disadvantaged in private secton. Jobs. Many resﬁrcbegs agree
with Dr. ?arles Myers in his_ overall assessment of thé JOBS program:
"There is cons‘idera.ble evidence that this program induced more/F‘ns than

" before to make a hii:ing and training commitment, but the full employment
economy‘rough mo:t of 1969 undouﬁtedly helped. 8

r 'Ihe u&ost recent attempt to .improve sthe. involvement of the pri-
vhte sectorgn emplojyment and t:aining programs for the disadvantaged

¢ came with the’sage of the CETA A;nenwts in 1978 (see Figure 1.1),
(/ ;“yhich authori a new ?iole ’VII, widely known as the Prtvate Sector
fnvolvement Prog@m (PSIP). ~The legislation made’ an additional $400

million available to prime sponsors to.develop jobs and training pro-

grams in the private sectox. In order to receive these funds, each
. , . ' R ’ .
) ° ' M / -

. p .

3 . -

* "publieylaw 94-482, The Education Amendments of 1976, Oct. 12, 1976 -
(Amendments to Section 105 the Vpcationai Education Ret of 1963.)

am le of the Private Sector in Man r Develo t, Charles Al )
. Myeys, John Hopkins Preu, Baltimore and London, 1971, p.86. '
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.. industry, "and labor..." THe elnphasis on incrdgsing private sector
’ }nvolvement in decision-making &bout schools™ vocational éducation pro-
. . , N .
v gra.m is clear. ~ . . . . v
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;rime sponsor had to establish a Privabe Industry Council (PIC).
Section 704 of the CETK\Amendments o(\l978 states that "In no event
shall reprepsentatives of lndustry and business have less than a major-
ity on. theg council...,” and further that "whenever possible, at least
half-of such industry and busihess representatives ehall be representa-
tives of small businesses."?' The latter requirement was.in'responeento
ftﬁe wideepread impréssion that the same large firms were participating
- if CETA programs, while smaller firms, which comprise 50 percent of .

N . -
private sector job opportunit¥gs, were nqt well represented.

When the regﬁlations pertaining to Title VII were finally issued
in February, 1979, it was clear that the federal intent was to go beyond
\\ previous cooperatlve efforts to involve the private sector in employment

énd training programs. The regulatloq\\éade it cli'r that PICs CQEId
an

receive administrative funds to hire xecutive director, and could

. incorporate as a separate ent‘iy apart from the.CETA prime sponsor, if

that was in the best interest af-enhanced local job opportunities in the
pribate sector. "From the outset the Department of Labor stressed that
PSIP represented an opportunity for the private eector to *have real
influence and even control of manpower prograﬁming, that maximum local

’discretion and latitude in forming PICs. would be provided, and that mini-

mum regulation§ would be issued by DOL."lO-
O

According to an assessment of PSIP completed in January, 1980,
"The jury is still out...on ‘the prégrammatic impact of Péi?, with
neither complete pessimism nor unrealistic optimism warranted by experi-

ence to date." With specific regard to the role of the ilcal bu51ness,

the report states that "Spec1f1c strategies for attractlng buelnesq to

PP programs have déveloped very slowly..." 11 ; .
/ . S

&

vt

9 public LW 95-524, CETA Amendments of 1978, Oct. 27, 1978, Section 704.

10 Private Industry Council: Development: Summary Report Corporatlon for
Public/Private Venturés, October, 1978, p.9.

[

llA Formative Evaluation of the Private Sector Initiattve Program, The
Ohio State Unive;sity, Report No. 3, January, 1980, pp. iii-iv.

.
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In fact, the federa; initiatives to increase private sector
xnvolvement in vocational progtams for 1n-school youth and employment

e and training programs‘for the disadvantaged may serve to’unnecessarily

.structure and delimit the ways in which the private sector can become
involved in issues of youth gpd adult tran51tion. Education and work

’ councils, as local initiatives, can serve to expand private sector
1nVo1vement in the training and employment of youth, Education and
"work councils can enlist the aid of the private sector in providing
job counseling, world of wprk or@entation, or improved supervision.for
new job holders, ‘With the ﬁ?lp of their briuate sector representatives,

- councils can canvass the business ocmmmnity for additional support--
whether in the form of fuﬁds, in-kind contributions of staff or equip-
ment, or participation on: specific projects--from companies which have
not heretofore been involved in connmnity problem—solving. Perhaps most
important, companies can }end their name, their contaclyf, or their top
management to education and worgjbouncils for the purpose of organizing
support for a particular local issue concerning youth or adult tpén51-
tion. ’ i ’ »

Stimulating‘the ‘active involvement of the private sector is

the subject of one of the.edu!ation and work council case studies in
this volume (Chaptek_é 0). This case .study tllustrates the role that
a council composed of prominent representatives of local bus;nesses ¢

and Gther institutions.can play in the deveIopment of local policles

éoncerning youth transitioq The case study also suggests that there

are many ways--other than aqreeing to hire or train disadvantaged youth--

that the private sector caﬂ'participate in thn provision of transition .
L 3

service;ito youth. . o .

’

- 2.4 Other Local Councils -‘ . <

.

In our original plan for Phase II of our study, we discussed the

rospects of studying an educatibn -and work cpuncil that could demon-

te active union involvement, or ‘one that had incorporated the func-
tipns of a newly-mandated council such as the PIC cr the CETA youth,
adv1sory council. We found that attracting and maintaining &ctive union '

.

involvenent was not a feature of any education and work council, except

' . L} 2N ‘.l
»
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one that was really a laboripanagement committee servxng the local pOlltl-

r

cal_exicutlve. As a result, we chose to focus our.final case study on a ’/
—~council that was attempting to subsume the responsibility of a newly-

mandated council, the PIC.

«

~In Phase I of our study, ve - found a few councils that

seeking designation as local. .Private Indqstry Counc1ls, or seel'un
;‘ subsume the responsibilities of the newly-formed PICs. These,education
. and work gouncils‘reqsoned that as independent boards, they could ful-- -
£fill the legislative intent of PIC to be an independent decieion-making ~
group. In addition, the funds available through PSIP could help to sus-
tain education and work council operatlons and give councils more tan-

gible, direct means of influencing local youth transition services.
v

°

e AS it evolved, there were major obstacles to education and work

councils' becoming PICs or subsuﬁing their responsibilities. Education
- . and wark councils are supposed to be indebendent,‘but £ifty percent of
the PICs that have been formed rebort to the CETA prime sponso;: and
depend on prime epcnsor staff. «Other PICe are nopinally independent, .
put effectively controlled by the prime spgnsor.‘ Also, educatiqn and
work eouncils are presumed to have a multi-sectoral orientation and
membership, whereas PICs treat the private’sector as their main client °*
and inglude a majority of privage sector representatlves on their bdards.
In the one case that other educatlon and work councils and Consortium

1Y

project staff had suggested for study, the cougeil eventually cliose only .

- to assist the local PIC's development. .

*

. The story of the latter,is’presented as a-case study in this
voluﬁe (Chapter 5.0) for the purpose of illustrating some of the
obstacles a counc11 may face in seeking added powers, as well as some

of the ways in whicb education and work councils can asgist- other local

. councils in fulfilling their mandates. ,
. 1

The question of -how local education and work copncilslcan assist
other local councils is important because of the proliferation of such //
councils'in recent legislation., There are several recently created

councils in the education and employment areas alone. We have already
§ :

B +
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mentioned the local area councils on vocational education, the
youth councils and the Private Industry Councils.,
lative and administrative in!tkatiyes, economic development plannin
councils (Public Worké and Economic Development Act of 1965) and CETA
planning councils (originally established as part of a 1969 administra-
tive initiative'known as the CooPerative Area Manpouer 'Planning System)

Under earlier

came into being. For many federal officials, a Significant question
hhs been raised as to how education and work councils can work effec-
tively with these other touncils, whqther education and work councils
would undermine or enhance the work gf these other oroups, how the
working relationship would ajfect the future of ‘education and work

v

counCils, and whether there are Simply "too many councils.

The gquestion is éddressed, to some deqree, in two case studies

presented in this volume. It is addressed in the case study that

explores one council s attempts to inco rate functions of the local

PIC apd a state- initiated'Interagency Collaborative Body (ICB). It is

_also addressed in the case study on council=CETA collaboration, as here

we have an example of an education and work ceuncil which has effectively *

taken on part of the rolé of CETA's youth council, mandated under YEDPA.
Indeed, it is somewhat surprising'to’us that more education rand work

. councils did not seek this route of influence, given the greater simi- .

larit§ and scope of purpose between education and work councils and CETA

youth councils than between education and work councils and PICs. tThe
independent" nature of PICs and the prospects for guaranteed funding

‘ they offered were obviously very attractive incentives. OtherWise, the .

isgue of local council prolifer&tionfis the subject of a forthcoming

paper, not included here, which investigates infertelationships between

.

loca) councils in the four case study sites documented in this volume

\
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. 3.0 . WORKING WITH CETA: A CASE .STUDf#OF THE
. EBUCATION 0 WORK COUNCIL OF PHILADELPHIA (EWe) .

»

When they hegan, mos; of the educatlon‘lna work councils funded
) by the Nataonai Manpower Institute established .relationg w1th the organl-
zation known as the local CETA (Ct?mprek}er:sive Employment: ang Traihing7 .
Act)‘prﬁme sponsor p?imarily for one purpose:’ tqQ obtain secretarial ors
” . other staff support tﬁrough CETA's. Public %ﬁfvice Employment pfoqram
+  among the four councils treatedniq this report, only the Educatlon to
Work Council of Philadelphia made EETA the central focus of 1ts efforts
‘to improve youth translplon, and the Philadelphia  council was one of the
first councils to establish ties that led to joint activities. Thii
' . case study describes how the Education to Work Couucil of Philadelphia

»

developed its borking'reiationship with CETA and what was achieved as a
\
result.* - // . o

-

~

The theme of this caseﬁ§tudy‘is that aducation and work councils
can develop uutually productive relationships with TA--relationships
that le¢&d to impr:'oved CETA progzam operations and iIi'oved pros_p*s for

the council’'s continued existence--by specifying a CETA‘oigan;;ational .
. meed, providing a service that meets this need, QIoadeniu; the constitu-

ency of need for the service, routinizing and formalizing its provision

. . e

of the éervice, and remaining alext to new opportunities to provide
service to its broadened constituency. Moreover, the contacts, perse-
verance, and reputation of the council executive director, combined with

.

his or -ier empowerment by an influential board, can substantially
erthance the education and work council's ability to function collabor-

ativelx,gith powerful local organizatiohs such as CETA.

3.1 Overview , .,

’

The Education to Work Council of Philadelphia (EWC) plays two -

L . major roles in its relationship with the local éETA prime sponscr. From:
the beginning, it has‘functioned as a subcontraator,'takihé‘on\assign-
ments wHich the prime sponsor has not had-the staff to perform. Although

—
For a descriptive summary of the EWC's structure and membershlp, and

the full range of its activitles, dee Appendix A, Par: I.




-

thé EWC now hes a granL from CETA to perform specified coqgultiég e
services, the Education to Work Council's activities on behalf of the
prime sponsor preceded its contractual obligations, and’ currently /
extend:‘well beyond those speclfied ,

4

-

The EWC gradually took on a second role as gdvisor to the prime
sponsor. éhen the EWC executive director became cha?;pdk’oEﬁEhs Summer
Youth Employment Subcommittee and spokespersen for CE® progi;m operators,
he began“to provide advice.and constructive vriticism to the pri?e
sponsor. _Af the same time, the EWC furthered the interests of CETA pro-
gram operators ;ith the prime sponsor. As will be seen, this stance
resulted in positive changes within both-the prime sponsor and the GE?A

.

program operetor broqg.

.aﬁe Education to WorlgiCouncil has been able to assume these two

‘roles with the prime sponsor jin large part because, in the words of one

observer, "its impartial, third-party status as neither an in-house CETA

unit nor a CETA program operator enables it to serve a catalytic, medi-
at1ng, and llnk&ﬁg role much more effectively than the prime sponsor or
y_

its subagents can." - Furthermore, the EWC has never been assoc:ated with

L3

-any sin€le sector or agency in the city and therefore is ‘not perceived as

Ycting out of narrow self-interest in its activities. 'The EWC has also.
been able to funoéioh effectively in helping a number of agencies and
organizations because it hos some key resources, most notably a board
that dncludes the most important actors in the city involved in youth
transition, and an executive directo?r ;ho is knowledgeable} energetic,

and persuasive, and who has extensive personal contacts and a reputation

for getting things done.

3.2 Economic and Political Conditions in Philadelphia

THe need for a neutral but influential body iike the Education to ° -
wap;Council can best be understood in light of the economic And political
contexts of-fthe City of Philadelphia. ’

v

8
The Education to Work Council serves the entire city of Philadel-
phia. The city, the fourth largest in the nation with a populatien of .

nearly two million, 37.8 pefcent of whom are minorities, is experiencing

‘ N . . >
- —
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severe economic and unemployment problems similar to those of many other .
- cities in the Northeast. the numbex of Jobs declined dramatically in the
+1960s and 1970s as hundreds of manufacturlng companies left the city.

Populat ion decreased by nearly‘ten percent between 1970 4 1978. Adult
¥ unemployment (8.3 percent m\—h79) is well above the na.t:.onal rate, and
Lt youth uneﬂployment is one of the highest in the nat:.on.l Moreover, the
loss of blue collar jobs and the 1ncrease in whxte ctI¥ar servxce employ-
ment hae created a mismatch between the supplg of working class labor and

ya the available jobs. The declime in jobs and population has also caused

~ -

. severe fiscal problems in the jcity.

The number of unlonlzed workers in Phlladelphla is about the
national average (25 perceﬂt), but much of organized-labor is reptresented

' by old-llqe AFL/€IO steel, iron, and other manufaaturing sector unions,

LS

.Whose,ﬁembers are experiencing pﬁemployment rates between 25 and 40 per-.
cenk. "These unions,” admits one leaderfof organized labor, "are not
about to provide jobs to youngsteré." Perhaps for the same reason, ‘

M organized labor in the citg also tends to be cool towards the-CETA pro-

gram. Some‘service sector unions are more concerned with issues of

youth transition, and it is predominantly representatives from these

' unions who serve as EWC board members,

Business attitudes toward hlring youth are similarly divided.
while larger companies afe said to be relatively receptive to employing
young people, small business owners are reluctant to hire young peoble

/because of their inexperience. : ,

The Philadelphia School District is beset by monumental problems.
Almost 1,500 out of 12,000 teachers were threatened with layoff in 1980
due to the city's fiscal crisis. Few teachers have been trained to com=

prehend caieer education, and teacher tra1n1ng is impossible because a

+
.

!

The demograph1c data about Philadelphia in thls section come'from: City
‘ of Philadelphia, An Urban Strategx,(Phlladelphla 1976); and Pennsylvanla

1980).

strong teacher's union has negotlated a contract that regaires pay for any.

Office of Employment Security, LAbor. Market Informatiorf® (Harr:.sburg, Pa.,

-




released time--funds that the cit doesn t-have. While there are seve;el
buSiness-operated academfes (electrical, automative, business edﬁcetion,
ete.), and a number of other vocational and career education programs for

_ youngstérs, these' efforts reach only a tiny fraction of‘the city's

quarter of a million students (11 percent of graduating high school
seniors atterid a vocational school.). Moreover, there -are increasing
racial and class EenEions and incidents of violence in the schools. ’
Middle class families of all races are transferring their yonngsters to
private schools. According to school department representatives, the

rate at which pupils drop out of the Philadelphia public high schools--
including those who ttansfer to private schools as well as those qho

drop out of schoollentirely--mey approach 50 percent. The percentage

of those-pupils who drop out of school entitely has been fairly steady

+

in reogQt years at approximately 12.5 perceﬁt.

The CETA program in Philadelphia is one of the largest in the
country. In fiscal year 1980, approkimately 41,000 dis;dvantaged youth‘
and adults were served at a cost of $112,000,000. Approximately
-$16,000,000 was spent on youth proérams, including over $7,000,000 for -
the Summer Youth Employmentlprogram. N

= Philadelphia also has a large nurer of neighborhood and city-
wide conpunity-based organizations.(CBOg) that afe actively engaged in
youth transition projects, as well as several councils designed to
assist these agencies in planning and operating, youth programs. Phila-
delphia alreadyfhad two youth-oriented councils when the Education to
Hork Council was formed. A Youth Service Coondinating Office, estab-
lished by the city, coordinated intra-governmental programs relatkd to
child welfare The second council, the Advisory COuncil for Career
Education,” was the federally mandated body designed?to advise the
School District regarding careet education and voc;[tional education. In
December, l977, the Youth Employment and Demonstration Projetts Act

(YEDPA) causeéd the prime sponsor to create a third ycuth-serving council,

-

the CETA Youth EmploymentrCouncil. However, one CBO- executive director
reflected the sentiments 9f seVeral others when he lamented that all
these qrdups .can barely scratch the surface of the appalling youth .

unemployntent problem in Philadplphia. L.
¢ SRS
‘ : 28 o /
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The cityis fortunes were, complicated by the election of Frank
Rizzo as mayor in 1975ﬂ an event which Brought a high degree of politi-
cization to the governmental process, Tne mayor was accused of using
the CETA proqramitoEprbvide pagronage jobs, and at one point thé’U.S.
Department of Labor hed to intervene‘to force the city to turn over
eligibility determination for the CETA Title VI program (Public Service

'Employment) td the Pennsylvenia Office of Employment Security. In

January, 1980, a new maydr took office. However important youth trans-

. 1tion concerns were, they took a back seat to the new mayor s need to

establish fiscai responsibility (the city was confronte with a fiscal
year 1981 budget deficit that could exceed $100 million) and to develop
an image of city government as the servant'of the people rather than

-

of special interests.

These features of Philadelphia economic and political life
exerted a sighificant influence on the Education to Work Council as
well as on the relationship thatyqeveloped between the EWC and the
CETA prime sponsor. Becausé of the mixed feelings on the part of
industrx and labor toward the youth tfansition problém, the council has
had relatively week participation from precisely tpose sectors least
liki&y to cooperate with'CbTAo Conversely, the active involvement of
CBOs and the schools in the problem of youth employment in the city has
resulted in their-strong—;epresentation on the oouncil° finaf!y,
fiecal constraints faced by the school system, and the fact that the,
School District was already operating numerous cateer'education pro-
grams, led the EWC to concentrate its efforts on working with the prime

sponsor instead of with the school system as some education and work

‘councils in other cities have done.

On the other sidg, the CETA prime sponsor, seeking to improve
its image, ndeded an independent but: credible advocate in the community
that could, undertake some activities on its behalf and help it to
improve its services. The prime sponsor was receptive to working with
the EWC -for a second rea!bn. assistance in carrying oyt its mission
was essential in a city whi.h reputedly suffered the highest youth \
unemployment rate in the nation and which contained a number of other

-
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youth-serving agencies and organizations. that were apparenyly unablef
to solve the problem. - v

3:3 The CETA Organization in Philadelphia

Because this case study focuses on CETA, it is important at the
outset to provide some explanatlon of the CETA system in Philadelphia.
CETA refers to legislation passed 191t}a11y in 1974 to change the locus
of responsibility for local employment and training services from the
federal government to local jurisdictions. Under this legislation, each
eligible locality became a "prime sponsor," responsible for decidihg how
to spend the CETA funds allocated to it. \

In January, 1980, a new mayer took office in Philadelphia. 'He
hired a new executive director for the city agency charged witﬁ carrying
out Philadelphia's prlme sponsor responsxbllltles, and’ changed the
agency's name to the Office of Employment and Training (OET)

By law, every CETA prime sponsor must have an advisory planning
council which reviews and comments on the prime sponsor's plane and
monitors plan performance. The plaﬂning council's membership must
include broad representation from a wide group of community-based organi-
zatiohs and puglie agencies like the Office of Employment Security and
the gchools that subcontragt with the prime sponsox to eperate pxodrams.
There'are,seyeral,obstacles that interfere with a planning council's__ -

ctioning as the Comprehensive Employment and Training Act intended,

l!\pouncils do meet regularly and review and comment on plans. In
, Bome advisory planning councils have often served to "rubber
stamp” 1 al prime sponsor plans and operations.» Others ave existed

" eprimarily on paper. ,The advisory planning counoil in Philadélphia under

the former city administration rarely'aet as a council to perform its

duties, and the new mayor had not selected a néew planning counc11 as of

¢ -

April, 1960. » .

-

when thelYEDPA was passed in 1977, it gequired prime sponsors to.
appoint another 'puncil--a youth advisory council. In some jurisdictions,
the advisory planning council simply took va the responsibilities of.the
youth advisory council, and no distinct council was created, In Phila-

+

delphia, a "yoath employment committee was established. v
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_ In Philadelphia, the youth embloyment committee chose to create
a subcommittee to focus specifically on the city's summer youth employ-
ment program. The subcémmittee consisted of members of ohe youth
émployment committee as well as others who were specifically involved
with the city's summer youth employment program. The chairman of tne
youth employmentt committee appointod one of its members to chair the
new subcommittee. That person was the EWC'S executive director, who
by September, 1978, was either chiiz::g/or a member of at least three

boards directly responsible for tevieWing Philadelphia's CETA operations

in general and youth operations in particular. Indeed, as the story ..

‘proceeds we will see how this individual's role as executive director of

the EWC becomes inseparable from his role as an active member of these

CETA advisory groups. ) .

3.4 Origins of the ENC-CETA Collaboration: January-December 1977

There was never any formal decision ,or policy on the part of
either the Educatlon to Work Council or the prime sponsor to work toﬁether
Rather, the relationship evolved as a response to the perjptlon that the
OET, with over $100 million in annual funding, was one of the two major
organizations i the city involved in youth transition proaram§\£the“other
org?plzatlon is the School Dlstr1ct) An additional’incentive was created
when the CETA agency appo1nted the executlve director of the Division of
Career Education of the Phlladelphlo School Dzstrlog, who had spearheaded
the proposal to the National Manpower Institute to fund the Philadelphia .
EWC, as chairman of CETA's youth employment council. The fact that the -
EW;/Eogan as a subcommittee to the School Dlstr1ot s Adv1sory Counc11 on
Career Education made the link between the Director of the- DlVlSlon of

. Career Education, the prime stnsor, and the EWC that much closer. The

s

tie between the OET and EWC was formalized in the early summeq/of 1977,
when the Education to Work Council invited the OET planning director to

serve ag 't the prime sponsor's representative on the EWC board. ' .

The JEWC executive director was alert from the start to discover 3 .
ways to-work with CETA. After spending April-July, 1977 establishing
the council as an independent incorporated organization, the swc was

-

able to cap{talizd on. two early opportunities to work with the.prime

sponsor. - .

. g
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"YEDPA Information Forum., At the end of the summer of '1977, the
executive director of the Education to Work Councll realized that many~
amnuunity.gtohps were interested in taking part in the YEDPA program but
were confused about how to become involved. He therefore proposed to
the OET that it and EWC jointly conduct a public forum at which informa-
tion on YEDPA and how to apply fof funds could be provided to service
dellvery agencies., The foruﬁ would provide visibility for the EWC as
well as assist the under-staffed prlmg sponsor. The result was-an all-
day meeting hosted by both groups, but arranged and‘administered by the
EWC, and attended by 160 represestatives from 110 community groups. Two
and a half years later, participants were still talking about how bene-

ficial the forum was. . 0

e, . -

YIEPP Proposal Writing. TIh another ground-breaking activity

between the prime sponsor and the EWC, the EWC offered to help CETA staff

prepare planning grant propq?als for the T1er I and II Youth Incentive
Entltlement Pilot Project (YIEPP) The BEWC organized a plannlng task
force with CETA staff which in turn ?rought togetﬁer,a group that locatee .
4,000 potential work sites'in preparation for the Iier I grant and 200
work sites for Tier II. One participant recollected that "EWC staff ~
worked nights angd weekends. in the OET. offices, without compensation,’to
help tYpe, copy, collate, and design the proposals.” Both proposals won
$25,000 plannlng grants. Ultimately, a Tier II grant of $1.25 million
was awarded td the city. B

Most notable in the origins of the EWC-CETA collaboration is the
fact that the EWC executive director initiated the relationship with the
OET in an incremental, yvet strategic. fashion, aware of the regouces at

his disposal, the needs of both the EWC and the OET; and the political

.constraints of the sitdation. He first approached his own board with

recommendatléns that the EWC work with the primg sponsoy. Usdally, he
was c#&eful to.!obby for his ideas with key board members and'pqesent his
proposals to the entire board before'pursﬁiqg\any of .his planned activi-
ties with CETA. His ability to use the EWC as an institutional basé with
its respected and influential board members helped him to effect the
working relationship with the'prime'sponsor that he seugh%; Moreover, by
providing help without requesting funds or giving adwice, the executive
. ’ ‘ : !..g
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‘drector was able to cre?;.e‘ the tgst a‘nd good will *‘hi‘ ould be 2eces-~
sary to fulfill the council's futux':e,"secc;nd Sle as an advfsor and
cat?alyst for-cl%gnqe’witpm the Llrime sponsor., (.;]‘Zn teturn, the EWC exequ- -*
tive' diréctor ‘anti¢ipated gaining legitihacy, récognitien, visibillty, |
‘ v and i.nformatior; for the council. A; a fledgling organization with / . .
tmce_;t'ain future funding,—fthé, EWC nee?ed 'thexs‘e ben;.f_its. . |

* -~ 3.5 Consolidating the EWC-OBTA Relatidnship: gi978 .

‘
-

. Key Aj'éointments. In December, 1977, the . EWC éxecx}tive director
was appointed to the newly established, YEDPA-mandated Youth-Employment -

. Committee by the ‘executive director of the OET. ' The appointment, which was '
SO eﬁcou;aggd by the Director of Planning and the Youth Employment Cpﬁittee
chainffm, was made in part because of the EWC's by now. 'reéognized position

in the ciky as an organization involved \g.the new youth initiafives. «In

.

N . adqgition) the YOu 1 ‘Employment "Committee ch¥iTman, as one of the EWC
founders and one of its most activhe board members, knew that the cogﬁc%l's

executive director would be an energetic and constrifttive member of th

‘néw committee.* BEEY ' . o R
. N L - .

L)

". The EWC execﬁ.ti\xre director's position on the Youth Empldyment —~
Committee le&ltimized has r::le as advisor and friendly c-rit, to the prime

spohsor because of the committee's mandate to advise.the OET with reﬂd
LI Vand - e .

to it§ youth-related activiVies. There was a consensus, in fact, that the
L EWC’ éxecutive di'z"\ or was one of the “two-most active and influgné!_al :
g'articipants in commlttee meetings. His appointment to this commit.gé'e
proved to be the for er of his ialacéme'nt on the,'prime sporisor's
Emp}-oyment and ainin’g Plannin? Advisory Coun‘ci_L fn‘ thef fall of 197‘8.
From this addi 'onalgvantage point, he began %participate in the review .
df'.f.he prime sponsor's policy and' ictivit,gs across t};)a entire épgctrum

of CETA activities, not just those focused on youth.

\d

<

1
¢ * of ¢

1.'me chairmarm hdd suggested mgkirg the EWC the new youth acivisory body,
but the ptime sponsor reject&d the idea. Instead, people recruited for-
the. Youth mnployment‘Comitt:: included mahy members of the EWC board,
wth the result that there wai—-a‘nd remains--con¥iderable overlap between’
) \$' these two bodied. . . . ’

-
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During 1978 the EWC executive director began to consolidate the
EWC-CETA relationship by ‘qag'lng' in twpadditignal activitieh:

[y .
-

-

5

d . CagLer Education Roundtable. JIn the sliper of 1938, the EWC .
. executive director saw the ,need far a monthly forum at wh.;h operators of *

career education programs for in-schoal youth that were hot funded by

%

At the same time, he reallzed that

CETA ‘could meet to share exp‘@iences.
¢ such an arrangement could serve as a vehicle for informing the prime

sponsor about what these groups were doing. The EWC executive dixector

sshared tie idea with, OET, and it was agreed that he would set up and.run
the meeting.
Roundtable to _the EWC, as a means of sd®ufing information about career

< . - y “
The executive dfrector also recognized the valus of‘tne v

- .
education’ programs that could be useful to the executive djrector and v

boa?d members in their bther council-relatéd activities. »

To initiate,the Roundtable, the EWC executive director relied in

parf’Ln contacts he had developed earlier when he was community affairs
' S,

dlrectdr for General Electric in the city. 1In partieular, he relled on ]

> contacts he had made while establ1sh1ng a program, known as prIfE, t%’

ﬂ‘jb train math and science teaehe;s in 37 largely minor1ty Jun1or and senior

high schools in Philad_;phla’to 6r1ent their curricula towards preparing

students for careers in ergineering and technology <

.,

The Career Education Roundtable dttracts 16 to-12 prog
In this inf

v direc-

-
tors to its monthly meetings. al setting, progr, direc-

tors share ‘activities, learn Qays to impgéve their programs, and identify
and avoid dupIication of services. . The EWC executive directof also pro]F
vides information to the participants on funding sources and pert1nant
programs like the Summer Youth Employment P qfam and the Targeted Jobs

Tax Credit legzslataon.

J [}

The Roundtable activity has helped to build a relat1onsh1p between

people and organizations which would otherwise wokk alone,- For example-
S o & Ph¥ladelphia School Ijistrict was planning to
n & magnet schqol for- predominantly minority
youth seeking to enter engineering and technology <

careers. As a result of meetings of the Round-

. table, the relevant officials Wwere urged to’ con-
e © tact the non-profit $RIME organization. A number
of students in.PRlME junior-high schools are now

« .

7/
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of students in PRIME junior high schools are now
choosing to go to the-magnet schocl to pursye .
- science career Breparation. Moreovery there is - °’
mutual cooperati staff’training d curricula

exchange between the maqneqfschool and PRIME.

+

- " Program Operators Task Force. An innovative CETA grantee who,

alonq with ‘the EWC executive director,.was a mewber of\she CETA Youth
Employment Committee, -originated the CETA Program Operators Task Force. -
Its purpose was to allow program operators to ‘meet on an informal basis
as peers to share mutual problems. The Task Force was formalized under
the aegis e EWC when the council executive director offered to run’
s on behalf of the OET. While the prime sponsor currently .
‘for the serV1ce, the BWC initially took on the task on its own

the meeti

\\1'Lontrac

- time The activity has bec0me one of the most\enduring and useful under-
takings the EWC performs on behalf of the OET. . . ' .

‘,' "o The Task Force meets for One-and-a-half hours every month under, N

the chairmanship of the EWC executive director. According to ome regular .
participant, "It provides a great forum for gripes to be aired, problems
‘to be solved, and explanations to be givep." Executive directors of °
approximately ‘18 to 25 of the oity's ‘54 QTA subgrantees voluntarily

attend Task Force meetings., A retreSentative from the orime sponsor

also attends. e

) The Task Force is extremeIY'effectiéé in enabling subgrantees,
;'//‘ especially small, inemperienced ones, to learn the administrative and
technical requirements of being a CETA program operator (from filling
M out inv01ces to verifying client eliglbility), and to apprecmate from
an impartial\third party (the EWC executive drector) the constraints'
that limit the prime sponsor s?ability to be fully responsive to all
program operator needs. Most meetings are partly devoted to a presen-
. tation by a oertinent official addreséing ; common program operator
oncern (a‘éh as the CETA intake system) or an information need raised
during the previous session. In response to a,detailed presentation
by’ OET staff on'new developments in. the.Sunmef Youth Employment Program,
_one program operator commented that, "Up to that time, CETA was opera- \
.]' »m.-thq by memos and direct1Ves; what wasg needed was this k;nd of face*to-
face contact.. r ' ﬂ , ~

~o .-
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The OET does not run the Task Force itself, in part because it
lacks the staff but, more importdntly, because the EWC is a better chojce. ,
. ) By being cldse to CETA but not-beholden to it, the EWC can accomplish .

both -an openl discuss'ﬁn of program operator concerns and the provision

. & . 0
of reliable infomation about CETA programs and upcoming initiatives.
while éach program: is assigned a’ monitor from the prime sponsor staff, .
. these indivz.duals, says one lmowfedgeable CETA observer, are ofgen
o "overworked, unfamiliar with prégram operator, problems, new to/the job,
-
torn be,‘tween their. monitoring and technicyssistance res :Lbllltles,'
o ' and concerned abou,t keeping their job." a resutt, they’ cammot play ' --
. /
‘ ) the advocagy role bn behalf of proqreur operators which the EWC can play
) * in its role as Tash‘Force administf q,' Eurthermore, by consolidating ‘
‘: " the complaints and concerns of s%tal progtam operators and by capital- .
N izing\on the institutional base of t,he Education to Work Council to ’(' '
)
. provide crodibility, the EWC executive director can’ exert more influence
. with the prime sponsor to consj,der the Subqrpntees requests than indi- .
o vidual'ﬂoqram operators on t’hea.ﬁ own couid bring -to bea.r. At least )
. one important outcome bears ihis odt: ~ ‘:. : . ' .
- ‘i ~ ;:
. . e One major CETA program opera the Archdiocese "
- of Philadelphia, had been try to get CETA fiinds
. to start a program for yeuthful c!ients with
- reading problemsb Viewecf as an "education-type"
. K, . program by the p’rime spongor, it was never funded. . T
. . . As a result of the ‘TasknFotce; CETA staff became : ;
N P . aware that the illitera;:%’ probleg was a goncern . N
/ Y of several prograg operd¥ors, not just the Arch- - )
. . / diocese. The T Force chairman brought the ‘
- . issue up at a Youth mployment Committee meeting
. ’ nmd a program grant to augment the reading leyéls
9 . of 400 h'igl'r school - graduates ¢r dropouts ‘between
the ages of 16-19 was subsequently &warded tol the,
Archdjiocesa. 2y .o .
) EWC's Grant from CETA. As. in its 'direction of Career Educa- |
tion Roundtable and ite participation on the Youth Employment Committee, *
—up

the’ Education’ to Hdrk Council profits from running the, Task Force meetings. / .
It gains power through informd on; it increases, its local visibility'a and
it establishes contacts that give it the necessary credibility and knowl-
4 ‘ 'edge to continue in these and other youth f‘.ransition—re,lated activxties. o '

3
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It has also garnere&igETA funds as:a-result of its efforts. In late

’1978 the council and the prime sponsor bégan negotiations- for drawing up -

a contract between OBT and EWC through which the OET would pay for Speci-
fled support Services. , In January, 1979, ihe EWC was awarded a $14,500 .
contract from the OET for -consultant services, principally the administra-
tion- qf the Career Education Roundtable and the CETA Program Operators.

»

\Task Force.

3.6 Collaboration_in Full Bloom: 1979~1980

1nq/i979 the EWC's lnvolvement w1th the prlme sponsor shifted
from a modest assoc1atlon that proceeded relatlvely Smoothly to a signifi-
‘cant relatlonshlp that surfaced constructive confllct within the CETA

organization. The two events that lllustrate this shift most dramatically

) .
_are the appointment of the EWC executive director as the chairman of the

‘‘new sammer Youth Employment Subcommittee, and his subsequent involvement

in the management of the Summer Yo loyment Program lottery drawing

for’ the OET. As will be seen, the 1rector played an lmportant role

. as chairmén of the Subcommittee and manager of the lottery in catalyzing

change. .
. Y
’ . . . \
‘Summer Youth Employment Subcommittee. Reflecting the same cgn-

siderations that led him to place the EWC executive director on thé Youth
Employment Committee, the Youth Employment Committee chairman appointed
the executive dlrector of EWC as first chalrman of the newly-formed

Summer Youth Employ'ment Subcommittee. ’me app01ntment took place’in
April, 1979. .

»

¥ The Summer Youth Empleyment Subcommittee is compdsed of 21 mem-
bers--eight appointed by the Youth Employnent Committee, seven repte-
sentatives. (one each) from the seven subagents that operate the Summer
Youth Employment Program, and six staff from the prime sponsor and the
locai Office of Employment Security, which.determ;nes program eligibility,
advises youth of their eligibility, and refers youth to worksites.

The purpose of the Subconndgtge is to review policies and grograms
related to summer youth employment. Qnéer * chairmanship of the EWC
exécutive director, the Summer Youth Employment Subcommittee has sought

¢
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to have all OET plans in the area of summer youth employment plated
N ' before it for approval prior to adoption or implementatiom, and it ﬁas‘
' taken upon itself the résponsibility to review with the prime sponsor its
progress in undertaking specific activities and meeting anticipated cem-

pletion dates. L,

' ) The nature of this review function led to some conflict between
the OET and the Summer Youth Employment Subcommittee. During the pre-
viops city admlnlstratlon, the prime sponsor had run its summer yout

g program 1arqery-uitﬁeat—aGvice—orApottcy—recomuﬁﬁaatIons from its program |

operators. Some adjustment has been.required for leng-time CET staff to

\-accomodate having their decisions reviewed by an advisory committee.
. Moreover, some OET staff believe that the Summer Youth Employment Sub-
gommittee and its chairman are exceedipg their mandatee_advieory role

-~ ‘and are claiming the cight to "sign off" on ai{ OET decisions related to

.‘the‘igmmer Youth Employment Program. The Subcommittee and its chairman,
however, perceive that their advisory role legitimately includes review-
ing and prov1d1ng recommendations on OET activities related to the Summer
Youth Employment Program in advance of thelr zmplementation. By April,
1980, there were still no written guidelings specifying what role the )
Summer Youth Employment Subcommittee ‘wad to play with regard to the

prime sponsor.

: As’a by-product of this conflict, however, there is a creative ’

~tension between CETA staff .and Subcommittee members which insures exami-
nation of all sides of each issue, Constructive cenflict between the
Summe r Youth Employment Subcommittee and the prime sponsor has occurred
around issues such as scheduling (whéther programs would be seven or

) eight weeks), intafe (which sites would conduct intake and certification
of S:ient eligibilityr$~q;iantation,(whetﬂes uniform orientation, desired
\ by

e prime'spcnsor but never before accomplished, could be provided),

and payment (whether delays in the city's payments could be reduced 8o,
that program operatord would not need to borrow to meet expenses.)

( \ The important point ‘hat in Philadelphia this conflict-has
“not prevented a,significant relationship from forming betwegn tHe EWC and

the OBT. To a large éxtent, this can be attributed to the willingness of
' B 4 o .
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. of programs operated by the CETA prime sponsor,

s B ’
Y

- &

key CETA staff to utilize the inéependgnt, institut{ona{ base of tHe EWC,
the EWC director's sensitivity to‘the constraints faced by the primev
sponsor, as well as his effective hanéling of ‘crisis sifuation§, as
tdescribed below, - ‘ . ', '
The Summer Youth Employment Program.Llottery. The CETA Summer
Youth Employment Program is one of the most important and mest visible

The summer program pro-

vides seven-week, minimum wage work experience opportunitie; for 18,000

3

youth in ‘hundreds of public and non-profit work sites in the city, at a

JE—

g

cost of over $7 million. 1In Philadelphia, contfoversy over the process
ed to'select youth fpr the program in its first year of operations
jeopardized the program and the credibility of the prime. sponsor. After
that experience, the QET charged thevﬁummer Youth Employment Subcomm@tfee
with the management of the Summer Youth Empioiment Program, an action
which in effect intensified the relationship between the Subcommittee

chairman (the EWC director) and the prime sponsor. %The story of the

# Subcommittee's management of the lottery illustrates not only the

deepening relationship between the EWC executive director and the prime

sponsor, a relationship that was to lead to more direct, constructive

confrontation between thé two, but also, as a sidelight, the obstacles
* of internal organizational or sectoral conflict that sometimes hamper

collaborative efforts betyeen organizations or sectors.
4

One of the diffiCult problems which the subcdmmittee‘§nd its.
chairman have had to ress is the city's system‘for seLectiég candiaates
for summer employment. 1In 1978, a program operator had selectéh candi-
dates on racial grounds, and in the ewing controversy  and publ\‘i(city over
the leqflity of this selebéion procedure, Ege S}ty's entire suﬁme\ youth
program was jeopardized. After the 1978 experience, the Regional §ffice
of the U.S. Department of Labor ruled that a random selectidﬁ‘proce&ure
would have to be.used in the future. Seeking to keep a low profile \n
the 1979 lotter&, the OET, together with the local Office of Employment

Security, asked the EWC director, as Chairman of the Suz:%r/gouth Emplgy-
i

ment Subcommittee, to help’set up® the lottery and pres over the
. drawing., ) ~
R {' J‘
) {
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The choice of the EWC to preside over the lottery‘was also
facilitated by’otherlfforts it had undertaken in this area. The EWC
had received a contr#tt for $¥,000 from the Youth Services Coordinating

Office in’ the spring of 1979 to gonduct a series of Community Informa-

‘tioh Forums to explain the Summer Youth Employment Program to ‘interested .

commnity groups. The EWC director arranged and hosted the meetinés in
collaboration with the OET and local Office of Employment Security. As
a result of these informatiofal meetings, it was reported that a large

nunbmfyouﬂu—gbo—were—net—pmiouslgm of the susther program par-

ticipated in the random selection.

In helping to administer the 1979 lottery, the EWC executive
director, as Summer Youth Employment Subcommi ttee chairman, ‘had to
untangle a last minute internal dispute within the Regional Office of
the U.S. Department of Labor (DOL). The conflict was between the regular .
DOL monitor, who required a lottery, and the DOL solicitor, who belatedly
claimed that use of a lottery would violate the DOL's regulations for
serving primarily th6se in greatest economic need. Organizing a group
of members from the CETA Youth Employment Cor?mittee, the EWC director
convened a meeting at Regional Office p‘adquarters and persuaded the

-

DOL that the lottery system was within DOL regulations.

The EWC directq.z s role in heading off unnecéssary controversy
and publicity over the issue hplped to solidify his relationship with the
prime sponsor in general. and with the Sum?er Youth Employment Program in '
particular. When the EWC's consultant contract with OET was renewed in‘
fiscal ye‘ar 1980, a major new provision gtated that the EWC was to
assist with ", ..any 'third-party' activity requized ‘to facilitate the
program for the summer 1980," ' .. -

Il

Under;- this new mandate, the EWC executive director became
involved in other aspects of the Summer Youth Employment Program. In
addition 'to o;nducting commnity forums and presiding over the drawing
itself, he became ifivolved in planning the program. The EWC executive
director helped the prime sponsor develop a plan, successfully mple-
mented\ to expand the program from 11,500 participants chosen exclusively

by lottery. to 18,000 participants, including 14, OOO chosen by the lottery
< ’

1 v
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and 4,000 other:youth who were to continue on :o’rk experience aséignments
held .during the school year. For the first time, an orienta—tI;n for all
youth participating in the_program was held. The EWC executive director .

’/;;.so worked with prime sp r staff‘:and EWC members to gefx—broader priv-
'.;te 'sector gupport for the program. The EWC director estimates that the
local Chamber of Commerce and National AlliAdnce of Business -were

respons:.ble for locating between 600 and 1000 new work experience slots

3

—— for the program. . .

Many of these results were made possible because the CETA prime
, sponsor also undertook a more visible and active role.in the 1980 Summer
. Youth Smployment Program. In January,+1980, anew city administration
came into'power. The new adminjstration réconstltuted the pr:Lme sponsor
agency, hiring a new executlve dJ.rector who was the previous chairman of )
the Youth Services Coordinating Offlce. As a result, the prime sponsor
was eager to undertake a more visible position than it had ﬁreviously
occupied. For the new city administration, the ‘me .sSponsor's
increased 'involvement represented an important atgempt to remove the

stlgﬂa placéd/én the CETA program by the previous mayor's use of “the

agendy-as & political patronage tool. "
‘, _The increased involvenfnt of the EWC executive director and the

CETA prime sponsor led naturally to increased opportunities for confron-
tation as well as productive conflict resolution. ' A particular issue‘
arose over the prime sponsor's involvgment of subagents in the Summer
Youth Employment Program planning procesds. Because the U.S. Department
N of Labor required the prime sponsor to orient all 18,000 youth in the
. Summer Youth Employment Program during an eiSht-day perigd, the OET had
. "made plans to mward a contract to a third party to handle the orienta-
tion. ,The Summer Youth Employment Subcommittee." many of whose members
had already been conducting their qwn orientﬁtion, objected strongly to
nc;t having been consulted in the, cc;ntracting procesg. Numerous .attempts
) to,cor;municate the supagents' concern to.a liaison staff member assigned
to the Subcommittee had failed, Although this partlcular issue was
’ rendered moot when the OET decided -not to award the contract, the general
issué of subagent involvement in planning was finally~ brought to the OET

* .
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5 » .
“ director's attention. Expectations are that there will be more involve-

ment of suba'gents‘ in the 1981 Summer Youth Efiployment Planning Program
—
o

process.

' Ixonjcally, Iast-minute crises have continued to play a role in
eghancing the EWC director's influence with the prime sponsor, In l97§<er/d '
his leadersm.p in resclving the DOL's last-minute internal dispute over the ‘s
use of mndom selection helped to deftIse she latent cont@pversy which
surtounded the Summer Youth Program and the prime sponsor. In 1980, an
eleventh-hour hitch in the lottery arrangemenf’s occurred the day before
the drawing when allegations of cheating in the state'lottery were disg~-
closed in the lecal press. It was feared that concern over this purpdrted
swindle would compromise the integrity of/.'he city's lottery drawing the
next day, since machines borrowed from the state lottery agency weré
scheduled to be used in the drawing. In his role as chairman o;‘. the -
Summer Youth Employment Subcommittee, the EWC execufive director promptly,
telephoned appropriate officials in order to substitute another type of
lottery machine to replace the machine scheduled to be used from the '
state's lottery. Thué, the integrity of the cityAg-drawing was/;naintained.

In anothér incidenvt on the day before the lottery, the EWg exec-
utive director received a call from the executive vice president of the
Philadelphia Phillies baseball team infhorming him that Garry Maddox and .
Pete Rose, two players scheduled to do the drawing, had to Be back early
.at the playing field for practice, The presence of the popular athletes
was es%tial to assure widespread media coverage of the event, which
would erthance the visibility of the Summer Youth Employment Program. 'ﬁ1e s l
EWC executive director was able to arrange for special parking privileges
,and the early scheduling of the athletes into the agenda, thereby assur-
ing that the players could appear and still finish '.’Ln time to make ’

practice.

. .
The increasingly useful relationship between the prime sponsQxr
. and the EWC was enhanced by two other events in 1980.. Efirst, the new‘OET
executive director teplaced the OET p.lanning director.f as the CETA repré- N
sentative on the Education to Work Council board, thus increasing the .
board's influence and' demonstrating the prime sponsor's commitment to

EWC's continued role in prime sponsor activities. §econd, in his role as
, , .

0 ) o
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member of the OET Advisory Council to the prime sponsor, the EWC execu-

tive director sent to the new QET executive director a letter of recommen-
dations for itprqoving OET functions. The OET executive director has
already taken steps in response to this letter, including the ‘establish-
nent‘of a community affaiits/public relations positian within the agency.

3 7 Results of the EHC CETA Relatwnshj ~

’

~ Evidence of much of the Education to WorkBCouncil's sucé:e's's\in
4 »

- helping the Philadelphia cm'A prime sponsor is subtle. Many of its

achievements are—i e i:ﬁ‘i—?‘aiimmmzng,
3nd problem solv:mg’._ general the EWC has helped to change the way
the prime sponsor apprvoaches its youth employment activities. As a result
- of the Cmity Information Forums: the Program Operators Task Force, OET
membership on the council board, and the EWC director's role as chairman

of the Summer Youth Employment Subcommittee, the CETA program has b'gcome

more open to advice and complaints from prodram operators and other > ’

community groups, and less inclined to make decisions in the absence of
E3

e

some form of consultation with these groups. Similarly, program operatofs
- .
have become more willing to express their concerns. As a result, the OET

now has more information about the Problems and concerns of program o'péra-

-~ tors and other CBOs and is therefore better able to formulate policies and
programs to meet the needs expressed by these organizations.

The prime sponsor has made a number of specific policy and program
changes as a result of the‘r;lationship-building activities of. EWC and its
executive director: : - ‘

e the implementation of a CETA program to increase

the literacy of 400 high school graduates or i
e dropouts aged 16-19;

e the implementation of a new CETA intake system
which will increase the number of intake offices
- - ) from one to six and place responsibility for
intake with the subagents rather than an outside
contractor, as has been the case;

\ e the adoptidg of a policy to encourage computerx )
programming urses and innovative work projects N
for handicarfMed youth; :

&
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& : : 3 .
e the development of a procedure for alldwing - .
) youngsters to pick up applications for the , . .

Summer Program from subgrantees, rather than
having to go to the local Office of Employment
Security as has been the practice, and to allow
youngsters to signify their first, second and
third choice for worksites, whereas previously
no choice had been allowed:

mation Porum as a regular CETA activity,
encouraged by the CETA planning directpr who was
a member of the EWC board; and c

. e the institutionalization of the Community Infor-

. ® “the establishment of a commug;;y affairs/
public relations position within the CETA
organization, to enhance the prime sponsor's
image 'and help insure that public communication

k\Qcontinues. .

H f

Thegse may seem like modest achievementg, but they must be.under-
in the coﬂ(égt of the magniéude of the task: a staggering youth
emﬁloyment razg, ajfaltering school system, the‘'highly politicized
former city administration; a tightly controlled union environment, and
a‘continqing decline in the number of indusérial job opportunities avail-.

ablé~in the city as a whole and to youth in particular. Seern in &his

.perspective, the Education to Work Council's accomplishments, catalyzed

~ -
by a persistent exeSEE}Ve director and the installation of a new city

€

administration and CETA, prime sponsor executive director, have been
e -

significant. ; .
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FACILITATING LOCAL EGONOMIC DEVELOPMENT:

4.0 '
A CASE STUDY OF THE MID-MICHIGAN COMMUNITY ACTION COUNCIL (MMCAC)

~—

while many educatfon and work councils became familiar with the-

locql CETA p;oqram over

cpurs;‘of their evolution, few councils

sought coor&ination with yet another local ‘sector vitally concerned w1th

employment issues—-the economic development sector. > . \

The Mid-Michigan Community Action Council (MMCAC) presents-a
counter-example. Serving an economically depressed, rural area, this

council has initiated numerous projects to improve the quality of life for

g

J

manly residents, including youth. In particular, the economic and employ-
- . .
ment situation in the community has served to involve the MMCAC increasingly

in local.economic development efforts.

- fhe purpocse of this case study is to describe the development of
the Mid-Michigan.Community'Action Council's relationship with the local
ecdnomic development sector. The major theme of this case study is that
education and work councils have a role to play in local economic develop-
ment as broad-based community a¢tion organizations which simultaneously
provide direct services, develop the institutional capacity of the commu-
nity to respond to prghlems in a unified way,~and increase the community's
ViSlblllty on the map of federal assistance jurisdictions and private

'

entrepreneurs. *

4.1

Council History

Gratiot -County, the service area of the MMCAC, is located at the

f ) .
geographic center of the Michigan lower peninsula. With a population of
40 obo Gratiot has a strong rural identity--there a?!'ahly three towns

big enough to be officially incorporated; and 57 percent of the popula~

;tion lives in"rural areas.

percent of the caunty land area is”

devoted to agriculture.
approximately 10,000.

-y
The largest town, Alma; has a population of

-~

' ¢

+ .
For a descriptive summary of the MMCAC's structure and membership, and

the full range ‘its activities, see Appendix A, Part

II.

7

-

»
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This is the seté'ng in which the Mid~Michigan Community Action'
éeuncil was founded in 1974. The impetus for the formatijon of the council
came from several directions. The early 19705'saw an inecreased emphasis
on career education in the U.S. Department of Health, Education and
Welfare (DHEW): One of the pr?ncipal founders of MMCAC was a representa-
tive at t@e’Regional Workshops'held by DHEW to discuss the concebt and

its implementation. At the state level, there was Elso increased- attention

to career education. Early in 1974, the governor of Michigan invited

'.99:escntativas—o£4uuﬂp.euaky—toﬂ&4nﬁnxmade -meeting-on—career education.

Spurred by recent talks with the Stati,Chamber of Commerce about Michigan's
planned increase in emphasis on career education, the governmor challenged
every county to develop a group representative of business, labor, industry,
education, and goverhment eo bring‘broadeg input to the school systems'
implemeneation of the state's career education mandates. The MMCAC founder
‘mentioned earlier was a.co-chair of the governor's meeting, while other

founders-to-be were part of the grQup representing Gratiot County;y

Gratiot was one of only three counties to answer the governor's
challenge with the successful formation of an organization. The Gratiot
group bega.n’ as the Alma Community Action Council. Ninetegn representa- "
tives of business, labor, education, 1ndustry, and government partici- 0
pated in the formatlve meetings, wh1le a smaller group of ten worked %o
translate the 1deas this group igto goals and structgre. The grouyp
of nineteen was descr:'Lb by several,participants as entﬁusiastic, ‘and
'as the enthusiasm spread, the focdus of the pro]ected counc1l grew also.
Safﬁ one board member who was active in the planning process, "From the
beginning there was the idea that we ought to do something for the
e;tire ccmmutiity. A trailer plant in the county was clesing and 200 jobs
were being discontinued. The adults who had worked there needed retrain-
ing. That was a real need of the sommunity. So, ehe'original concept of
: whht we should eddress_was morxe than E!ds." , e

In’197§, in keebing with tﬂe gdal of doing something for the -
entire community, the Alma Community Action Council expanded its target
area to include the entiye county, sought county-wide membership, and
changed its name to the Mid“Michigan Community Action Council. Also

re . 45 54 - N
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that ‘ with the help of CETA Title VI funds, the councigl hired its
C-/; first dr!#rector and a secretary to develop and expand council pro- !
’ grms ¢ [ ) - . . Ce i -
v .

, The four goals establifhed by the or:.ginal grouwp in 1974 st:.ll
MPe as the qbals ofzmcm Y

. . ' @ Career Educat:.o}n . * ) ’ ~
E . "‘,‘: ° Ecopomic Education ' , ‘ . ‘
° School and Comun_ity Dlalogue
A e Full Employment and Economic* Development ‘ L ’ .

A fifth cbjective; was not included in the bylaws, but according
to participants igMthe planning was amorig the-goals--to create a formal;
. ¢ permanent and activ e organizat:.on which would not be dependent, upon any

Mgingle person £ pursu:L,t of 1ts"§oals.
7 %

@ "
Career education was the first major focus of the Md-Mchlgan :

Com&n:.ty/\ctlon Council %.nd remains the major f:.eld of council act:.v:.ty.
' However, both the council goals and aot:.v:,t:.es have always been broader,

and have reﬂlted in sign:.ficant accompl:.shm‘ts in _several &eas, \
>ludi t. )

% inclu ing economic ¢evelopmn ) . - S

\ 4.2 The Economy of . Gratiot County | . )
. 'I‘her\gl—Mlchigan Community \\ction Council s work in ecoﬂ%mc

development has\occun‘ed in an environment of repeated economic problems
! and high unemployment. Many rural areas are econpmically depressed, and

R Gratiot County is z.uu'hem. Located outsidle a jor industrial belt
£6 ‘the south, and outside major recreational aread to the north, Gratiot

has had a ligl.ted and unstable economic base. ‘
N ‘ &

.Agriculture has been the most stable segment of.the Gratiot econ-,
‘ omy, and is the l4rgest’ prod%:er of goods in dollar terms. pHowever,
ionately small number of county residents,

egnculture 3lploys a dispro

"y

-

petroleum and leat 'z';products. Thirty percent ‘'of local jobs were » i
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has been historically mﬁt&l‘le. One source i ntified at least 20 indus-
trial firms which had closed down between 191'3 and 1978, due td a variety
of causes*.l In recent.years, problemé confronting the B.S. auto mdus—

try ¢ their mark in Gratiot County. Four major industrial firms
e closed sinde 1973--Including three which produced mobile somes,
trailer coaches; and steel--leav1ng app:okimately 1000 area re51dents

- unemployed ‘ ° .
" g S

The instability of the economic base has been mirrored by a chron- -

) icalll; l&igh unemployment rate. The annual rate has averaged.14.5 percent

since 1970, and unemployment peaked at-25 percent for part of 1975.

According to the director of the county Employment 56:§1ty Office, the

-only occupational field wheve a large labor surplus do not already exist

- is thé health professmns. “ PO "

¢
Econonuc mstability and high unemp}oyment have a¥fected all age

groups in Gratiot County, including y0uth Although the Michigan I-:mploy-
. -ment Security Commission does not report youth unemployment statistics
for counties as small ks Gratiot, the unempldyment ratel for all Michigan
~ youth aged 16-19 was 21.6 percent as of the third quarter og 1980,
slightly higher than the national average 18.5 percent.
b 4.3 The County and Youth Trans{tion

-y
@t Ardas with characteristics like those of Gratiot County poge

numerous challenges for efforts directed at improving the transition of

youtfm from school to work. Some of these challenges exist in any locale
. #here the.re‘ ie youth unemployment, and reflect the obstacles created by
outh's inexperience and’lackof qualifications,‘as well as by employers'
reluctance to hire young people. Other challenges stem from the compe- ’
tition between you& and adults for jobs in an area where /nnemployment
for both groups is high. 'mis compet:.tion ntensifies during periods of
. economic instability. When plants close o;layoffs occury..youth compete
9th displaced workers, while during recovery or temporary increases in

overall employment, youth face the obstacles of hinng preference given ’

lGratiot County Overall Economic Development Plan and Egonomic Adjustment
gtrategy, 1979.
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to former employees. Fiﬂally, the absence oféareas of labor demand within -
é}agiot County affé&ts the qigration'decision.of‘youth. Gratiot County

has vitnessed a persistent out-migration of youth entering the famin _
‘formation years (ZO-ZSlﬂgwhen the need for eﬁploym?nt‘gnd ichﬁi_heightens,
quickly with age. Youth.transition effoygs are complicate¢-b%/this qigra—
tion pattern, posing a dual challenge--prepaéilg youth to rake the
decﬁgion to stay or leave, and.preparing youtﬁ for the ci;cumstances they
will meet as a result.of their decisions. The challénge isﬁdben more
difficult inlan area where there are éubtle’but strong pressures on many
youth not to leaveh_gg’theré<are in sevéral of the more ;ural communities '

of Gratiot County. . o Y
£ . L _; ’ N

Coe The nature of the youth transition pfoplem in Gratiot County helps —
to explain the evolution of MM?AC'S involvement i§ local economic develop-
ment activitigs. One council member remarked that in iight of the '

* . council's work in fButh career exploration, "it would be imqoral not to

also try to enable youth to finé jobs in the céunty." The MMCAC director
summarized the connection between the council's youth transition efforts

and the local economic situation, "Our goal is to help those who stay‘ .
to find jobs, and give the others the confidence they need to take\!}Eh

them when they leave.,"” '/ N

- +

4.4 . Collaboration for Economic Development: . -
The Nged and MMTAT"s Response oo .

Ad though ecopomic development was one of the qriginal goals of
MMCAC,.theré(was a long road to successful work in thé%'area.v Previously,
osindustry attfactién and fecruitment--the mainstay of local economic develop-
ment activity--had been characterized by intérnal county rivalry. fThere
was no county-wide orgénization an&?although a county economic coordinator's l N
offive was established in‘;975, towns and realtors usually bypassed this

‘ office. . Information sharing was unqsﬁal. For example, a realtor's\client

was interested in building on the site of an abandioned mobile home plant

and rewiving that industry.“ There Qas a $50,000 difference between the

buyer and the seller, and the deal fell through. If the situation had - '
been discussed withlthe city or'county coordinator, the realtor would have -
learned that ;he buyer-eeuld have bean given an aétractive tax abatement
that might have induced him to pay&(:e Seller's asking price and consummete

. -

- -
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the .deal. A new plant, providing needed jobs, could hAve been constructed.

X

Lack of cootdination helped to foreclose this opportunity.

1 -

Both local and state observers note tbat,a strang town identifi-

- cation existed as the three major population centers competed for clients

to incregse their tax bafes. Several industrial dezelopment organizations
existed within the county, but they served only the cities in which they
were located. Competition between towns was heightened since stmaller
towns were suspicious of the ootives of efforts originating in Alma, the

largest city. in the couﬁty, A 1977 effort initiated in Alma to form a

-

county-wide Chamber of Commerce foundered for this reasop
f A regional economic development office exists for a nine-county
area includingssratiot, Qut most local observers feel that the regional
office is distant, covers too large an area, focuses on "the problems of
the three larger cities in the easteﬁp part of the region (Bay City,
Saginaw, and Flint), and is generadly unresponsive to conditions in

Gratiot County. In short, no county-wide economic development planning

" for Gratiot County had been done since .1962°

Three forms of impact were needed to create slgnifi:;nt change

in the economic situation. First, the competitive behavior which charac-

terized interactions within the county had to Ee;changed into unified
action toward goals to benefit the entire county. Second, existing

industries had tolbe retained and new indusgry attracted ¥o the county.
Third, concern about the effects of economic crisés within the ‘county
had to be translated‘into action"to help the county'sﬂresidents and its

economic structure pull through the crises, In short, unity and action,

as well .Ial economic growth, were needﬁd ’ .

approached this situation with a long-term view, 4nd an,
overail agenda that grew out of the perceptions of several Board members.

Amo‘ these perceptions.were the following:
'l). A neutral ground for forums would be needed.
. WhHen people meét on ground where no protec-
—_— ] tion is needed or where there is no need to
be in a dominant role, they ¢end to think
more creatively and cooperatlvely. Conversely,
: »when people meet on biased ground, the people
who control that ground tend toWommant.

.

.
0
'
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2) The council would need to emphasize an activist
role rather than an advisory role for all of
its goals. Board members made the dfstinction

. between a talk agenda, which they assogiated

- with urban areas, and an agenda based ppon

pragmatic activity and a record of achieve-

ment, more convincing in a rural area.

3) Por achievement of council goals, visible
success, would be necessary to establish the
credibility of MMCAC.

o 4) visgible successes in collaboratien. would be
4 _ needed to show that collaboration could work
A : " and could benefit the community.

N
--\0 “
: \} . S) A consensus and collaborative pattern would

] have to be built gradually individuals and
groups built trust.

-

- According’ to one cowncil document, "Advice, as such, was not either in
demand or effective: the’'need was:to show by doing that certai es of

joint community problem' solving could work.® ®

The council opere::ed_with a concept of multiple agendas, -aware
that the structure, activities, and credibility achieved through some of
its early programs would be useful and in some cases necessary to reach
other goals. For example, the MMCAC recognized J,ts early career education
thrust as an 3“1 in itself, but also as a relatively non-controversial
. means of bringing people together and developing a pattern of behavior

that would enable people to interact on more controver51al subjects
"(llke economic develop!ientl later on. 'rhe experience of successful inter-
action among county residents was-also_important. The career education
«programs introduced by MHCAC had been opposed.initially by some of the
.loca.l school distrigts Wwho saw the activity as duplicative or unimportant.
The favorable response to these progfams, once they were tried, hel'ped
_many people in the county believe that a collaborative effort was
possible-and useful. As an organizatio ral ground, and assoc1-
ated with the career education programslﬁimately supported by diverse
'setjmenés of the cqnmunity', MMCAC was able tp tgke a Ieading role in eco-
nomic develépment, without tne handicaps of vested interest or sector

q

dou.ainance which characterized otHer local 3roups. N

o

»
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4.5 MMCAC's Role in- The EstabHshment of a .~
. LOUNt -Wide Economic Dev 1 County-Wide Economic Development Organization

In January 1975, MMCAC sponsored a communlty forum on employment,

inviting representatives of agencies, government labor, and industry to

talk about pos\}ble strategies uﬁich would address the county s unemployed
as well as avoid duplication, Ihis forum was held again in 1976, on which
occasion the qwap of ideas.led_participants to a consensu that the county

needed to focus on developing a ‘structure to aid in economic development. .

, Consequently, later in 1976 the council joined with the county
econoFic coordinator in hosting a,coumunity'}ndustrial development meet-~

ing. Held under the neutral auspices of the council, but with the support

of the county government, this meet1ng was described by the MMCAC dlrectoq".p
as a‘purposeful, confrontat1onal meeting de31gned to clear the air and
generate dialogue amongst different groups. Several such public meetings ’
were neld during the next year, hosted by-the county economic codrdinator,
while a smaller committee which included the MMCAC director met Snce a

month during 1977 and 1978 té seek concrete golutions” for specific eco-

" nomic problems Taised at the larger meetings, and to seek mechanisms

for resolving the issues which prevented greater county collaborat1on.

_ In addition to sponsoring and’ partic1pating in meetings MMCAC
demonstrated its commitment to ‘collaborative Aption 'and county-wide eco-
nomic development through other activities designed to support the
positive results of the meetingd and ieeﬁ the momentum going. In 1976,
upon iearning that one of the towns in the count§ was preparing to write
its own economic deévelopment plan for submission to ‘the Economic Develop-
ment Administration,* the MMCAC director wrote a county plan, using data
which she héo assembled in*1973 while working as a conSultant. With the .
,support of theNcounty government and volunteers from Alma Coliege, .the
MMCAC d1rector has written or participated in writing the county pfﬁn

s every year since. . e

”

*Gratiot County ‘is located in an EDA-designated economic development .

district. Jurisdictions within the district are eligible to receive

EDA funds as long as they have, submitted plans which outline their

funding priorities. 1In principal, these blans guide federal funding -

for local jurisdictions. In practice, a jurisdiction‘'s plan may have '
little effect on federal funding for that jurisdiction. -

- - . 60.
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j At the lale time, MMCAC meni;ers privately talked more abbut the ’
need for wity, and the MMCAC director includei'speechés about county
unity at the popular.Career Day events aponsored by MMCAC. "If you talk
about unity enough, people will begin to believe there is--or at least

see there may be a need for--unity,” she said in retrospect.

Prom 1976 to 1978, t;e council continued to sponsor industrial
meetings, acting as catalyet, consensus builder, and broker of informa-
_tion. It sqpported the county economic coordinatoms attempts to bring
awareness of the cos‘e pf'rivalry and the)benefits of cooperation by pro-
viding historical data, demographic studies, comtacts, and moral support,
and by providing a neutral ground where groups in conflict could openly

discuss and resolve these conflicts.

o In 1977, while thesegpeet;ngs contlnued the focus of county
uanl-atlon efforts shifted to the Chamber of Commerce where the direc-
tor of the Alma’Chamber of Commerce was attemptlng to build a county-wide
organization. His effort was shpported by industry but opposed by
retailers suspicious of both the Alma Chambe}'s organizatiznal motives
and of ‘the personal motiges of those involved. To many retailers, the
path to survival seemed to lie in competition with others in the county.

_ Any organization that -purported to serve several jurisdictions was per-
ceived as a screen for competitive machinations. One retailer, link;ng
gpi: type of effort to the work of the MMCAC, was quoted as saying, "If
this kiqd of thing is what our work with the council is going to lead to,
then it is dangerous." The effort to create a county-wide Chamber of
Commerce failed, reawakening suspicions which also threateped the efforts

of MMCAC.

These suspicions delayed but did not halt the MMCAC initiatives.
Maintaining their customary low profile, MMCAC members invited 50 people
includingﬁthgrpresident 9{ ﬁ'ma College, city officials, captains of
local lndustsy, and a representative from {dfe State Department of*;ommerce
to a meeting to*discuss formation of-a.county economic deVnggment,ﬂrgani-
zation. OWP government representative who wi' asked to attend acknoWwl-
edged thatl:MMCAC was the moving force behind this formative meeting.,

i
3

though I didn't know this at the time.”




MMCAC played an active role in the‘oegotiations and.discussions 5
that ensued. Several hembers-—inoluding the direcior, members of the
board, and others--participated in the ad hoc meetings. In this commu-
nity, which accordinq to .one participant had no literature, promotional
ability, or staff to devote to the effort to form a county-wide economic
deve 1¥§:nent organization, MMCAC did all of the paperwork for the negoti-
ations and provided contacts 4%en needed. The presence of MMCAC members

was a reminder that county-wide efforto’were possible, while the members

themselves provideé a pattern of collaboration. In April 1978, these
efforts bore fruit in®the formation of the Greater Gratiot Development
Corporation (GGD), the county's first economic development organization

serving the entire county.

while the direct influence of the MMCAC on GGD opeXations is small,
several members of the community are members of both gzoups.l The rjniCAC
director is a GGD board member and, in recognition of her work on the
annual Overall Economic Development Plan (OEDP), is head of the GGD OEDP

subcommittee. The diregtor of‘tﬁe GGD also serves on the MMCAC board.

-

’

The diminution of the MMCAC role in economic development initia-
tives was planned and welcomed by the council. According to thé council
director, "Oué role was to stimulaée other groups to set up an organiza-
tion, and to support'the county economic coordinator. Ours was only a
supportive « We were not 1nterested in running an industrial

development group; we were 1nterested in seeing one start." P

4.6 Community in Crisis: A Test of County-wide Collaberation

The Greater Gratiot Development Corporat1on was still in its first
six months of operation when it was called upon to help the community

‘through a crisis which came to involve the Michlgan Employment Security
i - - 4

office (MESC), the local schools' Community Education Program, and the
.. . yl
Mid-Michigan Community ‘Action Council.

-

-

N

* As stoted earlier, the Gratiot County ec¢onomic base is limited.
Until recently, the production of chemicals was one of the county s
larger economic actijities. Chemical production in the county had
begun in 1892, and since the establishment of the Michigan Chemical

" Company (Velsicol) in 1935, had become one of the,;-ot stable segments of

- }
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the county economy. In early 1978, &eleicol had 322 employees and a $4.5

million payroll. .1t was the largest employer in St. iOuis, Michigan

(Gratiot Coﬁntf's second largest city) and the backbone of one of the

largest non-auto related industries in the county.

lye county - faced ite most Severe economic shock of the decade

when in the late summer of 1978 Velsicol announced that it'would close.
A major pollution scandal had been simmering for a few years. Recent

+ s te at the plant had shown that the pollution problems were insurmount-~
a abit\\ As legal suits mounted, the company announced a four-month phase-

’

down and final closing,

. . The chemical plant closing was a potential disaster on a larger
scale than any*previous plant shutdown. The'closing of the mobile home’
and trailer coach plants in the early 70s had been expected, since those
plants had been operating with limited profits. In contrast,-velsic%}
represented oné of the largest and most stable industries in the county,
and its clos1ng=§as unexpected. The Velslcol plant also employed a
greater number of persons than the mohile home and trailer plants had
employed. The chemical pollut1on posed problems on other levels as well.
The health of the company's workers and community residents was called
into questxon. Prospect1ve employers were re%Pctant to hire laid-off
workers who, if they appeared healthy now, might develop health problems

in the future.. The pollution danger also scared potential new employers

‘and industries-away from St. Louis. /K?/"
. . The implicatiops went further.\ Because the plant closings would

affect suppliers and o$her local busineekes dependent’on Velsicol pur-
chases, the Michigan Department of Labor éetimated that an additional 175
. persons would losf:._j\eir jobs as an indirect result of the closing.

Velsicol represen 20 percent of the .St. Louis tax base, and was a

S e

major user of St. Louis services. Merchants in St. Louis predicted a 20

.

3

to 30 percent Yoss in sales.

: The closing of the mobile home and trailer plants in 1973-1974
- -had met no unified gounty response, and observers -agree xhae ﬁﬁe diffi-
* ' <cult recévery period was several years long. To the extent that the \
‘ﬁ mission of MMCAC was to teach people to collabgrate, this new crisis--  °
} . -
. v ’
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the Velsicol closing--was a test of the community role of MMCAC as

teacher. However, it was also a test of the ability of the county's new
economic developnent organization to meet economic challenges.

[/ The Velsicol clos:mg becam a political issue as la.bon unions

from across the state demonstrated at the governor's office. A team

from the Michigan Department of Labor was sent to Gratiot County to

weigh the impact of the closing and to make r'ecomndations for actions
to benefit the county. The state chose the Greater Gratiot Development
Col;:oration as the recipient of funds to coordinate and implement these‘

recomnendations.

The G&;D director called a meeting of key people from the county.
Among thdse recognized as key people was the director of MMCAC. The GGD
director recalled, "I calied the real movers in the county. The MMCAC
director is able to get things done and is basically out to help peopie.
And she has a group™®f influential people interested in her 6rganization.”

In the months that followed, GGD, MESC, MMCAC and other organiza-
tions'ran a collaborative effort to reduce the impact of the plant closing.
MESC administered a survey of the needs and qualifications of the laid- 4
off work force:‘ trvained laid-off workefs, re‘ferregthem to jobs and ‘
servlices, kept records of services provided, and provided counseling.
MMCAC developed a Job Hunter's Manual, an Adult Worker SurvivaJ: course,
and a Relo;:atim Assistance guide, held seminars and workshops, and
organized counseling and teaching teams from amoﬁgsé their staff and board
members, and their contacts in local school districts and other local

izations. Gratiot Adult Education provided classioom space and media

s.. According to the MACvdi;ecto‘r, se programs started within a
and a half of the first meeting called by the GGD director: *

Despite the individual contributions of each of \these groups, the

effort is remembered by particig;ants most sti'ongiy as an exercise in
collaborative action. The MMCAC director recalls, "It was ng, secret that
we were used to working together. We had deve‘loped the pa_ttzkg;of inter-
action which let us work together. Each agency gave the things tIey
could most significantly give. Nobody was sayihg, 'I want to get credit
for my agency.' It was'a true collaborative eff rt. The wor? 'team' had

become a way of life here."




F)
A representative f;ou; t}ie state Departmént of Labor (MDOL) con-
.. .
curred, "The're was a fragmented, competitive effort before. I coul®-see

the changes in the eight months we worked up there. There was an "
increaped pulling together and realization, that‘nings in one city bene- '
fited all. I was encouraged by the local response."” ~—

While many Velsicol employees did not choose to take part in the

. programs put toggthet by Task Porce'.Skill, as this effort was named, the
) official from MDOL caled it "very effective for those who took part.” w—\\\\\\
The Task Force helped many people, and demonstrated the co'unt;-'s increased »

ability to deal with its economic situation. C

4.7 Summary of the MMCAC's Economic Development Efforts . 1 N

The activities of the Mid-Michigan Community Action Council con-
sist of programs, mformat:.on brokering, and consersus\:ildmg. In pur-

. . suing its goals, the council has established a track record in attracting
supi:drt, achieving creéibility in the county, m‘aintainiric‘; neutrality, and
acting as a catalyst for county collaboratx(fn). MMCAC doesn't view its
work in the area of economic development as' ynusual. According to the
council director, "what.a community nee‘cﬁ\at any given point determines ,
what” an education and work council addresses. It doesn't matter who .the
peeple are--we’'re trying to build a pattern of interaction. That is what

an education and work council is about’--teaching people to 'collaborate.”

Observe:s'att_ribute much of the council's recerd to the skill and
dedicatioh of the council director: ‘Since her selection as director ‘in
. 1975,’she has been reepbnsible for translating 8 of the council -
into programs, manag'i‘ng the day-to -day orerations of thé council, coordi- -
na-ting the work of the council task forces, and fund-ra:.smg. Hir work . *

drew ungrjmous ‘ptaise from those interviewed.

HoweVer, observers also credit the-influence and dedjcation of ‘
DMCAC bhoard menbers ‘and those backing the counc:.l, and the MMCAC director
attr:Lbutes much of her skill and direction to the members of this group.
Many board memberxs felt that in tHe, event of the director's resignation .

or, the cancellation of funding, thg council would continue to operate .

because of the support of\the -members for an organization of this kind.




As a result of the bond between tye MMCAC and GGD, both parties
are in a position to benefit. The interloaking boards lead to a greater
sharing of information and perspective which helps the goals of both
Waﬂma. The MMCAC goal of full employment and economic developnent
’ is e more possible by the existence of the GGD, and its ca.reet education
programs benefit from rgalistic ideas of the shape of the county's economic
future. Similarly, the GGD has benefited. The active and w;dgspreaqafouncil
. network increases the base for Mplementation of GGD goals.
between the MMCAC and GGD also insure; that, thgouéh the career educiéion

Thé contact
progfams, youth will be both aware of and prepared for new opportunities
in county, -a result favorable to both economic development goals and

youth transition.

: y Despite.the difference in d&}-to—day issues and missions that
occupy the att?ntion of economic development groups and education and
' work councils, a working relafionship bepween these two types of organiza-
o tions can assist the development of each organizafion, improve prospects
for effective youth tr;nsition, and benefit the communities in whicﬁ
these organizations operate. ' ‘




5.0 -INTER-COUNCIL COLLABORATION AND THE STRATEGY_OF ORGANIZATIONAL .
_ DEVELOPMENT: A CASE STUDY OF THE WORK-E TION COUNCIL OF
’ SOUTHEASTERN MICHIGAN "(WECSM) '

4

_ In many Iocalities, the recent emergence of mandates for local

councils with similar goals, menbe_rsﬁip, and jurisdictions has -pre'sented

a challenge for educat%and work councils. Since 1978, a number of

federal and stg:e sponsored councils have been added to many local commur .

\nities. Prime sponsors are required to create Private Industry Councils

‘a.s. a condition f8r funding under CETA's new Private Sector Involvement ,
- Program (Title VIT, CETA Amendments of 1978). Vocational and youkh

councils have increased in number in response to other federal and state
initiatives, | T 7

Using the Work-Education Council of Southeastern Michi;;an as an

example, this case study explores the history of a local education and
work council whose development became intertwined with the emergence of
new councils.* The case study traces th-e development ofs the councii.
through -two periods. First ‘discusse'd i.s the period of the council's
early developmept, which illustrates’ many of the issues that confront
education and work councils as they seek to es;:ablish .themselves‘ as
viable institutional entities in a community. Th role of the executive
director, the involvement of the executive direct and council member-
ship in the évolution of goals, and the impact of unding ;mcertainty
will be seen as important factors in shaping the douncil's early 'history‘
and its early commitment to working with other lo¢al councils. ' Next
discussed-is a new phase iri the council's develo t--a phase of ,'
changed ‘leadgrship--durinc‘; which/the council must find a way to con-
solidate its’ achievements, maintain its commitments, and re-evaluate its
_goals in ‘light of the similar goals of two newly:-emergent local councils.

5.1 Community and Council Background .
“ R I
The Work-Education Council of Southeastern Michigan (WECSM) was
formed in 1974 by the,Livonia Public Schools and Chamber of Commerce." 1

i Knewn then as the Livonia Area Industry-Education Council (LAIEC), it had
. . " « T ,h
. A\
’For a descriptive summary of the WECSM'S structure and membefship, and.,
the full range of its activities, see Appendix A, Part III.
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o the general goal of addressing youth tramsition problems in the Livonia
- . - .
T community. 1In 1977, the LAIEC received funding from the National MAnpower
Institute and formally incorpSrated,

a o ' The city of Livoniafls a mature and relatively prospemus indus- :
trial and residential suburb of Detroit in Wayne County. After des1gnaq
tion as the site of the Detroit race course 1.'1949, leonia 5 population
soared from 17, 700 in 1950 to 110,109 in 1970. .In that year, its median
family income of $15,216 was the highest median incomé for any city of
more than 100,000 in the United States. Less than 1 percent of Livonia's
- residents received welfare benefits and less than 1 percent were-clagsi-
- : "fied as economically'diSadVEntaged. Racial minorities accounted for less
"lf- Athan 1 'percent af Livonia's population, and an e§en smaller fraction of
its labor force. 1In 1975, when unemployment grew to almost 10 percent in
the Detroit SMSA, the unemployment rate in Livonia was only 7. 4 percent.
The jobless rate for youth,aged 16-19 was projected at 11.2 percent in - -
1979, a figure far‘béloé that projected for the rest of Wayne.Couhty or
' the city ofgDetroit, bnly 15 miles to thé east.

Youth unemployment, then, was not the major motivation for start-
ing the Work-Education Council of Southeastern Michigan: The Council's
. formation was more closely related €B the intereéts'and needs of the.
Livonja Chamber of Commerde and the L1vonia Public Schools. The Livonta
! . Chamber of Commerce had established a committee in the early 1 s to
\ addresaythe concerns of local employgxs that many young ggop}e did not ‘
have the basic skills necessary for jobs in theig enterprises. The direc-
tor of career education of the Livonia Public échools shared ;hi; concern,
and his attendance at a 1973 iqdustry-education conference spurred him to
. establish better contacts yith 'local employers--most significantly with
the executive director of the Chamber of Commerce. The Livonia School
gherd subsequently authorized the superintendent to involve the schools

"in programs with the business cémmmnity, and in 1974 the Livonia Area Indus-
try Educatfon Council was created to formalize'the concerns and interests

A ' * .
€ . b .

1 v‘ ' h - R
lNational ¥anpower Institute, Recommendations to Include Livonia, Michigan
in the Work- Educatioﬁ Consoertium, January, 1977.

\
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i‘ expr_essed by I._.ivor‘,!s business and education leaders: The Council, was

housed at Chanber'oi.Couqerce headquarters and some staff support services
- were provided by the Chamber. 2 D . -
- N “

Until off

. <
National Manpowe
4 - Livonia Area” Indus
Y cussion forum for $ssue

b‘ goals or bylaws had been adopted. In September, 1976, the prospectﬁ\
of NMI funding, which could make the Council ‘a more active ‘participant in

s ‘e y 3 3 U
ais‘df the Livonia Public Schools heard about the
Institute s Work-Ed!bation Consortium project, the,
Education Council had (unctloned primarily as a dis-

¥

ing educatlonal pOlicy._ No ‘formal council

the educational life ‘of Livonia, spurred the school SYSE,B to locate an

3 LS
. - individual who gould lead the council ¥ this d1rectiorﬁ. Membership from
° organized labor and the Mi igan Employment Security Commission was added
and a proposal to become rt of the Consortium project was submitted.
By April, the counc1l was not1f1ed that 1t had received the National Man-"
. .power Inst}tute funds. ‘A vice princ1pal from the Livonia Public School
* became the full-time ﬁali executive director-of'the council, and a busj-
. ness representative was elected president. ~Suh§equently, council -
- quarters was moved from the Chamber of Commerce Eb t#9 - Ligonia ..
., + Schools. Under Article’II of the coungil bylaws (as amended May 1,
’ 1978), the three goals of the new council were: . .
T ) “tq develop, support and c00rdinate programs and
. ) processes which will facilitate the transition )
oo o of youth to productive roles<in our conmunity, K
-, -
2) to-¢ultivate, deVelop, and coordinate community .
' resources which can be applied to the mainten-
.. ance and improvement of career education pro-
L . grams for youth and adults; and L. .
- " 3) to assist in the evaluation of the efficacy of '
’ i careet and vocatiom® education’ programs and .
N effolts ‘in our communlty. -t ‘
. 5.2- Earlyﬁuncg Activities )

- After the council's emergence as an’ independent organization, it
‘moved further and furthey away “from the business sector s original moti-
vaqion for seeking a council“to improve the ba31c skills of youth.
3 ——d— . - v
Howard W. Hallman, "An Au¥sessment af Two Work-Education Counc1ls“, Center
" \ for Gov‘gnmental Studiegi Washington, D.c., Spring, 1978..
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Instead, the council ?ecame Btrongly linked to. the 1nterests and on-g01ng
programs of the Livonia Public Schools. In addition, the council cam®
under the influence of its executive d¥réctor, who wanted the council to
address the Tareer and’ vocational needs of adults as yell as youth, and
who sought #5 establish 3 more stabié funding base from whichr to launch
.new or e;panded*projects under the council's unique auspices. This ‘
l;tter, ?unwrittep“ goal, as well as tne goals contained in the bylaws,
explainsimuch'of thé‘Livonia'Area Industry-Education Council's early

activity. =~ ¢

/ : ‘
. ) "

The new council began to'facilitate and sponsor specific activi-
ties under the primary- leaderthp of the former school .vice principal. -
In conjunction with the leon\e Publlc Schools, Mlchlgan State Unlver51ty,
and busxness volunteers, the ‘council é’bnsored an\gmployablllty Character-
1st1cs Survey. This 1nvolveq\survey1ng 146 local commercial, and 1ndus-
trial fimms to determlne their 51ze, the number of employees hired "3
annually, the- percehtage of entry-level positions avallable annually? thet
importance of appllcqnt interview ;galts, and appllcant Buccess ratlngs
‘The results of the survex were to be &rganized by major occupatlonal T,
group and integrated into the-appropriate,career education curricula by -

&
the leonla Pubilc Schools.

Worklng with the Livonia Publlc Schools‘Communlty Eduoatlon unit .

: prior to the feceipt of NMI funds, the councll Qirector participated in

the development of a teacher re-educatibn program in wh;ch ‘he dellvered
cireér counseling sessions for teachers. His interests in equ1pp1ng

tea&ﬂez;s with a better understand.lng of the woxld of busmes§ and ihdus- |

o

-

P -

try led to the LATEC'S becoming thé "brokering agent" for an Education- ™\

Industry pro)ec ponsored by Generail Electr1c1 He also continued to
as'sigt the ylvonia Public Schools }n sponsoring career guidance worishops
for teachers, with special emphasis on how to incorpdrate their new

‘/5nowledge into their daily curriculum.

: The council had a hand in numerous other progects as‘well. it
a‘hq'ted the Westdrn Wayne County Automobile Dealers ASSchatlon in intro-
ducing an Automobile Dealers Apprentlceship Program for auto mechanlcs in

the westem wcyne‘County area., For this project, the council coordlnated

»
the involvement of the Michigan Employment Secﬁjity CommlsSLonJ(MESC),
. : SO / ) :
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which tested yout'h for program entry, and Schgolcraft College, wh1ch
g.ranted an associate degree to those _completing the three‘year work/study
program. In another project, the councll established a task force of

' member§ who contacted employers and unions to, 1dent;fy and recruit poten-
-h_-\tial gandidates for a tuit.ion-free rentedlal readlng project sponsored by
the Livonia Reading Academy.G In a third project, the council supported
.the introduction into the publlc schools of ,aécourse on labor ‘movements.
The United Avto Workers (UAwk representatlve on the counci as able to
benefik from the council's tie to ::he Livonia Pyblic Schools irl arranging

for- the course to be taught by the UAW Education ‘Department.

Another major activity of the council was 1ts support of the con-

®é.

cep? and establidhment of education and work councl'ls an&other collabo-
tIve ventures--through advice to other councils given

ra
savV¥y executive director, written expressions of support for proposals
belng prepared by other local educatlon and work councils and other groups,
and assistance by the executive d1rector to Michigan Stat&ducatloﬂ
officials interested in setting up a collaborative council program.

5.3 The Implementation of the Michigan Occupational

Information System (MOIS): A Turning Point 1in
WECSM™s History

The executive director was the primary force behind the LAIEC. By
building a record of involvement in activities benefiting many sectors he
'was able to carry enougb/support in his bid to expand the substahtive ‘

L 1

base Of the council and solidify {ts future funding. » . -
: . o ‘o
The director's sttategy, and the outcomes of “that strategy, are
/L—Xst exemplified by the council's involvement in the implementatien of the

chigan Occupational Information System (MO1S) throughout westera Wayne

. ,County More' than any other act1v1ty, the council s involvement in the
protracted struggle to lm;a.ement MOIS illustrates the potentlal assets
and llabilltles, for the council, of\the expa&on strateg'y

* “We are indebted to Howard Hallman's assessment of the Livenia Area
Inditstry-Education Council for parts of this story.

~
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The 'Michigan Occupational Information System is a computer-based
program designed to assist youth ih gathering information about occupa-
tions, including training and educatignal requirements, physical require-
ments, attitudinal requirements, and working conditions. The Michigan
Department\of Education received a u.s. Department of Labor grant to in-
stall the system, including the purchase of computer terminals and softh__
ware packages, at selected loCall schools throughout the state. The grant
~did not cover the costs of a Yentral computer to which the terminals
would be connected, or of on-doing maintenance of the system, which would

have to be borne by local users.

The initiation of MOIS in selected schools s}timulated further
demand for the system. Michigan has a system of intermediate school
districts (ISDs) which act as-‘administrative and .fiscal agents between
local school districts and the state. The Wayne County ISD; which had a

computer, became interested' in™n arrangement whereby locdl schools within
« Wayne County could, for a fee, hook up .to its computer and access MOIS
information. The ISD's plan met with great resistance on two'Qounts.
First, the ISD wanted to allow only‘Wayne County local schools to link op
with its main computer, not employment offices or other community agencies.
Second, the ISD wanted to charge $200 per month per terminal, a cost that
would have been prohibitive for many prospective users, schools and cosmmu-

v

. nity agencies alike. o : P

Within a few months, a consortium of representatives fromscities,
\school districts, and colleges in'Wayne County; ,fomec*ne‘ Western Wayne
County Consortium for MOIS to develop a counterproposal for extending
MOIS throughout Wayne County. The chairperson of this group was ‘@ women
from the Planning Department of Inkster, a moderate-income black community.
The LAIEC e)we director was also active in the Consortium.

with' Consort um representatives to help design the counterp;oposal, and

He met

to encourage the Consortium to seek CETA funds to .support’ the expansion of .
" MOIS into- chmity-based agencies. The grOup s counterproposal called
for purchasing theic own computer, or borrowing computer time from a large
corooraticn, extending the network of MOIS users to community agencies,
and us:.ng CETA funds to hélp these agencies coveprthe costs of renting

termingls and purchasing 'software and instruction guides for the systam.’

| N .
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In“the negotlatlons -whlch followed, the 1SD agreed to lower its

price to $20 per mmth for the terminals and to expand its outlets. The ' \\

Wayne County ﬁffloe.of Youth Services acted as a go-between, and a
- request went to the Wayne County Office of Maﬁpower (the Wayne County
CERA prime sponsor) to contribute CETA funds to pay for exp§?31on of the
system. Eventually, the Livonia CETA prime sponsor and the Livonia Public
* Schools also cootrl ed to the cause. The Schools provided $9, 516 for
maintaining the ter::§:I§'§E 12 fac111tie?3 lncludlng four high schools
attended in whole or part by ‘Livonia youth. The Livonia CETA prlme sponsor
. contributed approx:.ma;ely $20,000 ®or computer software’ and term:Lnal rental,
and the Wayne Cd%nty Office of Manpower contrlbuted the remaining $114,000
needed to expand the MOIS service. The Wayne County ISD became the prime
contractor and‘fi‘scal Qent for these funds. After almost two years,
western Wayne County community agencies serving disadvantaged clients

- could now share in the sghool-based Michigan Occupational Information

System, ‘ , ' r

.

. The implementation of MOIS throughout western Wayne County was not
amnilaterally harmonious venture. Numerous controwersies erupted, _both

between and within orgaruzatlons. For example, conflict was stirred when
the executlve director of the educatlon and work counc1l sought to con-

v1nce tHe L1von1a CETA prime sponsor to.collaporate with the Wayne County
CETA prime sponsor and the Ljvonid Public Sc;£:ls in the MOIS projegt. 'Ihe_‘
Livonia prime sponsor initially resisted s1¢porting the MOIS ‘implemencation,
believing it an i.r'}appropi‘ia se of CETA funds. As the council's fiscal
agent, the-Livonial pri sponsor also Bpposed‘ the' council's involvement in
issues concerning the jer jurisdiction of western Wayne County. This
prompted the council’s executive director to appeal directly to the mayor
of Livonia to force the local prime sponsor cooperate wlth the MOIS
implementation effo’t The effect of this actlon was to further allenate
the Livonia CETA prime sponsor, whlcl’r subsequently criticized &E budgeting

and recordkeeping prac_tites of the, counc1l and went so¢ far as’ to question
. . . . . i

the need for the council's existence. Later, under new regulations .
reducing the number of public service employment glots and terminating w
positions in excess of eighteen months, the Livonia CETA prime sponsor
terminated the two council staff who had been funded through the local

. . 1 '
CETA's Public Service Emplo t Program. -
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Controversy also erupted over the flature and extent of LAIEC'S !
anolvement in the MQIS impﬁ:?entatlon effort. The LAIEC's own public =~ -

relations documents imply that- the council led the MOIS implementation

effgrt while representatives.of other organlzat1ons such as the L;vonla

Public Schools believe that th§ council Slmply endorsed the Consortlum s
ligmnterproposal. * '

LATEC members also voiced disagreement over the exgcutive director's
role in the implementation of the MOIS. The ten Livonia members of the 27- ’
member council--including representatives of CETA, the Chamber of Commerce,
{ city government, and the schobls-~were increasingly uncomfortable with the -’

director's tyrust away from Livonika. The dirqﬁtor may Rave haa a vision ‘
of the council's future as an agent of collaboration in an expanded juris-
diction, but this vision was not shared by many council members.” ﬁoredver,
_“each sector represented on the council stemed to measure the councll's
) achierements ecéording to its own criteria of appropriate behavior. The
. CETA prime sponsor complained agout the council’s_reeordkeeping habits.
The Chamber representatives, who had never liked the idea of spending NMI

Al

. grant- monies on a facilitator when those monies could have been used for |
gpecific services, viewed the council as making little progress towards
improving, the basie skill leve;iuef youth, and as gettind too x
embroiled in controversy. The Livonia Public_ Schools--which co-founded
the LAIEC, recruited the vice principal to De its.executive director, paid
one-half his salary and all his fringe benefits, and volunteered office

8pace to the cofincil and funds for the iﬁélementation of MOIS--also crit®-

' i cized the colncil in the end. At least ‘dne school official chastized the
LAIEC for qla.iming' accomplishments that were at least- in part .tk;e result ‘

of the actions of others (including the schools), and for failing to honor

AR its agreement to reimburse the schools for one-half the director’s salary.

"+ (The council claimed that the schools should absorb this cost based on
? the value of the council's work to the schools.) This official also
expressed his opinion tipat $he council was losing its focus on youth and
beco ng too preoccupied with money and power.
N . : o

% . R
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In many respects, the successful lmplementat;on of MOIS in- wégtern
Wayne County represented a victory in battle and a turning point in the

. war, at least insofar as the Livonia Area Industry-Education Council was

concerned. A significant proportion of council members dlsapproved of the
director's goals. The director, in turn, chided the Livonia members for
being too conservative and limited in their approach--an approach which
he considered to be due to the comparatively low unemployment rate and
fiscal stability enjoyed by Livonia as compared*to other communities in
Wayne County. - '

e

In spite of their criticisms, the director was able to continue
in his role at this time because of the support of other council members
and becamse of ghe reputation he had beguh to buitd for the council out-
side of ‘Livonia. In addition to the successful 1mplementatlon of MOIS
in western Wayne County, the director was now actively involved with
state government officials desigging a program to fund Interagency
Collaborative Bodies (ICBs) thronghout the state. He had also established
a good workirg relationship w1th those who wonuld be involved in organizing
the Wayne County* PrJ.vate Indus‘bry Counca.l (PIC) and with education and
work councll‘.fganlzezs in Detroit. In short, the Livonia Area Industry-
Educatloﬁ Counczl had gained a reputation throughout the state as a
leader in the collaborative council movement. Indeed, another reasor
for)the lagk of counc11 sqpport from Livonia members may be that the

dlrector neglected to lnsure that they and their organizations basked

.&qually in the glory thaf came to the council as a result of his contro-

versial leadership.
% .

The Livoriia council;s involvement in the wider lmplementatlon of
the Michigan Occupatlonal Information System became the leadlng edge of
its Strategy to expand its .target group focus, apd its jurlsdlctlonal and

ding base. By July, 1979, the Livonia council had changed its name to

e Work- Education Council of Southeastern Mlchlgah (WECSM) , ‘and had
moved its headquarters to Plymouth, Mlchlgan, a smaller city just south
of Livonia. The counczl -4 exeeutive board was also expanded 'to include
#OY¥ members from outside L;vonia At about this time, the executive )
director who had engineered the-ngategy of éxpansion resigned to' take a‘
pos;;ion with the Chrysler Learning Institute, leaving the iEb of healing
i

old wounds and developlng new relationshlpe to a new executive director.

- s *
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\ 5.4 Working'with the PIC and the ICB: .
\ ~ K New PHase in the Council's Evelopment :
» ’ . -

Prior to his ‘departure, the former director had begun two 1mport-
tant initiatives which were de31gned to stabilize the WECSM's funding base

e

and allow the council to undertafe projects on a much larger scale. The _
director was actively seeking Go have the countil«take a key role in the
formation of the Wayne County Priyate Industry Council (PIC), either by
establishing the PIC as a subcommittee of the WECSM, or by 1nsur1ng that

several members of the WECSM became PIC members as well. The council
director was also seeking to establish the Interagency Collaborative Bod§
(ICB) of out-Wayne County as a subcommittee of the WECSM. The executive
director of the education and work council recognized that the purpose of
these new councils was similar to its Own; and that they had state or
federally mandated funding which the educatlon and work counc1l did not .
. have. His early hopes were to have access to the- funding and programs
that were associated with these councils. These hopes were dashed,  how-
ever, when they were found to conflict with the interests of the Wayne Q.
County Office of Manpower, which was itself seeking to control the opera-
tions of at least one of the two new councils--the PIC. It was thus left
to the new education and work council director to simplv try to assist the

PIC and ICB in their early development. . ,

.

Two important outcomes resulted from this effort. Pirst, the WECSM

p was able to substantially assist these federal and state mandated efforts

to get underway in conformance to govermment regulations. Second, in .
pursuing its agsistance of the PIC and ICB, activities which were far less ‘'
visible than those undertaken during the council's early ydars, the WECsM ¢ ' -°
gained some valuable time in which to consolidate its achievements and

‘ begin rethinking its role and purpose,
5.4.1 WECSM Involvement’ in the Development ‘of th& PIC * -

After July, 1979, thg'ﬂevelopment of WECSM itself took a back seat
to the WECSM'S involvement in the development of the PIC and the ICB. The
origiﬂs and outcomes of WECSM's involvement in the establishment of these
two counc:l.ls, beg#mng with the PIC, is outlined below.

In late 1978, When the outlines of the Private Sector Involvement
) ‘;fogram (PSIP) were being finalized ih Congress, the deputy director of the
By : ' ‘ ‘ , » Y
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" tion about local labor market needs and private sector job ©

’

€ *

‘Wayne County Office of Manpower (WCOM) contacted the education and work

council's executive director for help in organizing the Private Industry

Council (BRIC).

iEach prime sponsor was required to organize a PIC in order to )

receive PSIP funds. The PIC was to be responsible for collesting informa-
;Zortunities -

and for insuring that redular CETA programs as well as PSP efforts con- :n

formed to those identified needs and opportunities; The PIC's meﬁbership

was to include a majoritg:of private sector representatives, but all

other sectors were to be represented as well. The operatians of th' 1C

were to be funded under PSIP. . ;F

o

. The education and work council's medtings began to center Sn the

issue of its relationship with the PIC. There was considerable debate ..
over whether the goals of both councils were mutually compatible. Some

education and work council members felt that the PIC goals of i creased

employment and. improved CETA-private sector relationships were too narréw

for their‘own broader transitional and muiti-sectoral focus. They reasoned

that if the PIC was separate from the education and work council, 1t

"couid‘be ;nyolved but $till keep (its) own identity."” Also, the educa-
tion and work council did not have a majority private sector'membership,

. .

as mandated in the PSIP legislation.: ) .

At- the samé.tfme, the WCOM was in the brocess of buildind Setter
felationships Yith other pri;e sponsors in Wayne County, including the
Dearborn prime sponsor, and WCOM was sgekiné to cement these improved - .
relationships by making the PIC a multi—jurisaictional council. The jJjuris-
diction of the education ‘work councii, which had only recently been e
expanded to include out-Wayne County,4 and wh;ch atill omitted Dearborn
fpom its province, was considered by WCOM to be too narrow for the needs
of the new PIC. By July, 1979, there was no longe; an issue of WECSM's

taking responsipility for the PIC. In that month's session, the WECSM °

decided instead to simply assist in the new-1initiative's development.

.

4 Lo -
The phrase "out-Wayne County” refers to all of Wayne. founty except the
major urban areas of Detroit and Dearborn. : i
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an agreement was reached whereby the WECSM's new executive girec-

However,
tor was named President of the PIC, thus insuring some continuity in the

relationship between the two councils.

ThQIWECSH's new director was eager and well-qualified to assist
the PIC initiative. A CETA program coordinator at the Wayne-Wegtland
Schools and colleague of thh‘HECSM's previous director (who had asked
him to join the PIé organizational effort), the new director was knowl~-
edgeable about CETA, educatlbn and work councils, and the PIC initiative.
* By the end of July, the new WECSM executive director had been appointed
president of the PIC by the Wayne County Commissioner 1in charge of WCOM,

and had -held the PIC's first planning sesgion to discuss membership
' \

.

selection.

Ode partlcular example of the WECSM director's involvement in
the PIC . operatlons demonstrates his interest n seeking to help the
PIC better conform to the federal intent for t)‘! anate Industry Council t
. In March, 1980, the WECSM e{fcutlve dlrector, as PIC chairman, introduced
- a successful motion to modify PIC subcomqﬁttee operations in order to
increase the membership:‘ involvement in and responsibility for PIC

o
decisions. The motion called for the PIC's program design subcommittee

f,
to be respénsible not only for proposal and plan review, but also for
..issuing procedures and policy statements providing for the &fficient

approval of .annual plan and subcontractor matters."

Other than the executive director, two WECSM members;-a labor and
a community-based organiZatioms representati?e--also age active on the 28-
member Private Industry Council. At the PIC program design subcommittee's
meeting in February, 1980, the CBO represerftative called the subcommitees's
attention to a conflict between tbe lengthy training time proposed in some’
on-tﬁe-job training subcontracts and the short period of time remaining in
CETA's fiscal year. Thus, a fairly common but troublesome edminlstrative
pro(lem that often inhibits the development of long-term training opportu-
nifies was-brought to the attention of—€he PIC 3nd the prime sponsor by

the actions .of gpother involved WECSM member . WECSM's monthly sub--—
i . g . .,

5uinutes of PIC meeting, March, 1980.
> . . ! . . / - 5
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‘missions to the National Manpower Institute-continued kthrouéh March,’l980)

to préﬂomlnently feature PIC act1v1t1es, thus reflecting the WECSM's view of
the PIC as a primary product of its ef¥orts.

The PIC has been less involved in.WECSM activities. The PIC sees
itself as an activist within the private sector for flndlng employment ™~
opportunities {(for CBETA-eligible clients). Statements such as, "Business
ig our client, not youth..."” neflect the ‘PIC's primary concern with out?
reach to the business oommupity. Minutes of PIC subcommittee and committee
meetixig refleot,PIC activities only, and do not mention any WEGSM‘activi-
ties or the activitie$ of members who are on both councils.

The WECSM has continued to ;erceive itself as partner of the PIC
in out1Wayne County, and considers the creation and operaticn of the PIC as
reflectlng upon the success of the WECSM in carrying out lgg own goals. As
its president and as a personal friend of the PIC executive diréctor, the
WECSM director has been quite involved with' the PIC and 'as sought 12
align the PIC's operations more closely to the federal 1ntent. Moreover,
the WECSM has benefited throughout its recelg* of SZ‘QOO from the PIC for

consulting services. ¢

5.4.2 WECSM Involvement in the Development of the ICB

While the WECSM was relatively guick to relinquish a major role
in t@s operations of the PIC, it has heen less quick fo relinquish such a

-

role in the case of the ICB.

In the summer of 1979, when the groundwor{ was being laid for the
PIC-WECSﬁ linkage;.the State of Michigan was planning a program to improve
QETArEducation relgtlohships through collaborative councils and projects.
Utilizing the CETA one percent governor’s discretionary funding, CETA
Title II vocational education discretionary funds, and some funds contrit-
uted by the State Department of Education, the Michigan Bureay of Employ- )
ment and Training (BET) and;the State Degartmeot of Education made

$5,000,000 available -for two ltypes of projects:
. I »w
- a) the formation of councils known 4s Interagency
llaborative Bddies (ICBs), to ¢ollaborate.
and establish linkages between CETA‘prime
sponsors and educational agencies; and

b) competitive demonstration-type projects C:ﬁ - ~
resulting from the collaborative process. N '

' ' 71 79
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Prom the state's point of view, the ICB program's mi?ﬁ/purpose-was
€o provide a tangible (monetary) incentive to increase coordination between
local educatlon agencies and CETA prime sponsors. The State Department of
Education, in particular, saw the program as an opportunity "to get a foot
in the door with CETA and to h3ve a role in CETA p%anning...even 0 get
basic information about CETA, which is still in places perceived mainly as
a funding source for teacher aidei'" Moreover, the State recogniged the
financial pressure on loc cation agenc1es. A BET official noted

that CETA was already funak;:d:;§10yment counseling, career resource

L

centers, and placement ‘dinator functions in many schools, and that it ;
may have to fund much mzzzazn the future if school millages continued to
be vetoed by local taxpayers. 1In mid-&uly, immediately after he was hired,
the new WECSM executive director attended a two-day statewide conference

held by the BET to discuss the ICB initiative.

s
»

The WECSM applied for and received $10,060 to plan the ICB in out-~
Wayne County, but controversy over the:proposal erupted shortly thereafteru‘
In the earliest planning stages, the przbious education and work council
executive director assisted the state ‘in modeling the ICB upon the edica- -
tion and work council concept. Because of his involvement, the WECSM
initially thou¢ht that it would propose itself as the ICH. Several local
school districts d1d ngt approve of this, however, and their approval was
nece!!!:g.{or program funding. The major esnfl1ct-concerned @embersh1p.
According to state regulations, the ICB was required to include. at least
one representative from each of the fcllowing ediication agencies: a K-12
school district, an intermediate school district, a community college; and
an alternative or adulf high school. The WECSM's compositioh did not

include some of thege répresentatives.
\, :

* The local educatiorfncies in out-Wayne County tried to convince
the Wayne County ISD to tak® over sponsorship of the pxoposal, which the .

L4

ISD, partly because of-its confllctlng role as an organlzatlon with member-
ship in WECSM; gg/id not do. However, the 1SD did agree to help imsure.
that each of the 3\\local school d1str1cts M ouéLWayne County would have
one representative on the ICB. In so d01ng, the possibidity Jf theIWECSM
simply becaminq the ICB was precluded, altpgqgh a compromi se y?s reached
whereby the WECSM would act as fiscal agent and project adm%nistrator.for

the ICB. - AP . P
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In anticipation of funding, the WECSM hjixed a project director for

the ICB in November, 1979.

~ The first ICB meeting wasgheld at the end of

Nermber) and the first executive committee meeting in mid-December. _
Finally, in late March, the ICB of out-Wayne County officially gqQt under-

x

. way.  The Wayne County Office of Manpower (designated by WETSM as its
. fiscal aqeht)_received $156,647 for thé_ICB for fi;ZZ; year 1980. The «
WECSM receié&d $28,000 of this amount to cover overhead costs and the

w v

/ salaries of the ICB executive director and a secretary.

*

‘Since the-inception of the ICB, the WECSM has been intimately

a . R
involved with the ICB as a parent organization. The goals of the ICB,
which were adopted in Janua.r‘l%o, resemble those of the WECSM.. The

ICB goals are:
If establishment and maintenance of a clearinghouse - & . ’

* to disseminate information related to thé delivery
of employment and training programs;

' 2) compllatlon of a community résources inventory
' . identifying employment d tralnlng/serv1ces, . C —

- 3) deveiopment and coérdlnatlon of in-service work-
. shops designed to addns.i\local needs; and

‘.4) provision ofﬂ.eﬂEral and technical assistance

for-program planning and development.
\

The WECSM‘is the fiscal agent fqr the ICB and houses its staff and project

J director.
tor. In addition, the WECSM execut%ve director is a member of Wayne

County Office of Maﬁpowét Youth Employment‘Subcommittee, and gig ICB
project director is his alternate. Five WECSM members are alsda represented
on the 28-member ICB. As with the PIC, the WECSM reports mont:&y to the

The wéCSM egecutive director works closely with the ICB direc-

N

National Manpower Institute regarding its IC?\act1v1t1es, v1ew1ng\them/an

a . 1ntegral to the WECSM itself. T

In spite of the fact that the WECSM d ICB directors share

certaln responsibllities, the ICB still occ# ies a subordinate role to
the WECSM, and the division of responsibili Fes between the two organiza- :
- tions is murky. As of May, 1980, the WECS gexecutive director expressed - ’

Jthe hope” that greater clarity in the WECSM ICB relationship would be

“Jachieved as the ICBbecame fully operationAl.




The PIC, the ICB, and the WECSM: Results to Date

5.5 : ‘
. and Tmpiications for the Future —

——

The PIC and the ICB were both aided in_the leadership and direction
tﬁey received from WECSM. Both new councils probably got off the qround
sooner as a result of the WECSM'$ aBsistance. The PIC, for example,‘had
its members selected and held 1ts flrst meetznq within four weeks of,

NCOM's notification of the planning grant award. The ICB held its first
meetzng in November before its proposal had been offzczally funded, and
its’ first executive committee meeting the following month. Both counczls
had the advantage of counting among their membership a core group of WECSM
representatives, including the executive director, who couid assis:.t with
membership selection, bylaw deve}opment, an@ the implementation of a coo-

mittee structure.

The WECSM also benefited from its relatiomphip with the PIC and
the ics The educatzon and work council gained broader exposure in the
out-Wayne County area.
which
est ishments, the council enhanced its creqibility at these‘ievels of
government,- as well as with CETA orime spoaeors, private Qndustry groups,'
Fiﬁgily, through the PIC and

By playzng a role in the development’of councils
5 ™

e important to both state and. federal employment Shd‘training

and education agencies at the local level.
&he ICB, the WECSM was able to garner Zome funding to sustain its.efforts. .
It received $2,500-from the PIC in fiscal year 1980; it received $28,380

.

from the ICB in'the same'yei;‘ with equal amounts projected for 1981,
198:\ and 1983.

-

~The WECSM has recognized, however, that it cannot depend on the\k

»

&ctioné\of other institutrons to ‘guarantee its survival. For example, it
has undeiraken a four-year foundation-funded effort with a local college
to act as coordlnator of a community-wide learning and service program.
As part of its responszbzlztzes, the wECSM is identifying and researching
existing continuing education among workers, citizens, and industry, and

existing linkades between resources and needs. The WECSM is also estab-

visual, remote ledrning services' which will facilitate the community's

Jcational programs.ané resources. For its role, the

ability to access
eive owver $400,000 through fiscal year 1983.

[ 8
[
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‘The question remalns ’ hov(ever as tg ho‘the WECSM will work with
re
the PIC 4n# the ICB in the future. -The WECSM's involvement in the ,/

" developmeit af -the PIC and ICB provided the WE?SM with a short-term
- "agenda, but many members " are,\tfot satisfied with simply helping other
' “organiZations £u1f111 the:u: mandag.s. And, while the execytive director
cautions that :'...(WECSM's) goals have to be flexible....and...universal
enougﬂ" to al ow it to pursue opportunities “to facuitate projects
sponsored b& other grogps, dther}oun‘iil members are saying that the
S\WECSM needs to develop its own agenda, o‘f\ﬂgiific goals and objectives,
and that its out}'yt,ne:.ds ta-ebe mere visible '\f\kt 1s to remain a v1able
~ organz.zational entity. This debate was at the centePe,f the council's

a‘ttentmn as of May, 1980, with no clear fesolution in sugh?\ -
; - -

] ” -
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6.0 . INVOLVING THE PRIVATE* SECTOR IN PUBLIC ROLICIES AND
PROGRAMS: A CASE STUDY OF THE SANTA BARBARA
COMMUNITY CAREER DEVELOPMENT COUNCIL (ccoc)

The Santa Barbara educatlon and work councll known as the Santa
Barbara Communlty Career'DedtlopmentAFpuncbI (CCDC), is an example of a
counct{/Nhlch seeks.to achieve greater . bu51ness involvement in- youth

transition from school to‘'work. Six of the 1B council-members are from
. ~

the private sector; all six are chief executivé officers of their firms.

. N R AL . :
The council's major activity is’a career counseling program for high

-

"school gtudents in which ‘volunteers from the private sector meet at their

places of businéss*with students in one to, thr?lndlv:Ldual sess:Lons As

of April, 1988, over 300 private sector volunt®ers have counseled‘868
hlgh school students, with all 12 high schools in Santa Barbara County

participating. . . .

" Although the council executlve director has been responsible for
the staff work, asso¢1ated with - thls counseling prograft as well as other
council act;v1t1es, the ieadershlp of the’ council lies squarely with the
members, a few prlvate sector repredentatives in partlcular. Indeed, 1t
is the actlup, sustained involvement of a few high-level prxvate sector
representatlves on a specific public poylcy issue that most dlstzngplshes
“the CCDG from other education and work councils as well as other federal

*
private sector involvement initiatives.

’ ) The CCDC ;is also unique among councils for having"identified a
speclfic goal and for having eschewed other, sometlmes hidden agendas.
Unlzke'other cases ‘presented’ in this volume, the CCDC has not attempted to

. become a catalyst for institytional change or to become a commynity servi

‘Jgency.‘ It has not sought to influence or take responsibility for thé )
’ »
development’ of other local councils. The CCDC has not sought to expand its

’ target area and 1t d1d1not even apply to>the National Manpower Institske
'
for the ‘maxisum amount of third y&€ar funding. 7
)

v 'I‘h&s c&se study reveals the factors that shaped the CCDC s particu-
lar agenda and cantributed to the CCDC's achaevements. it also reveals some:
Y

of " theqtrade-offs of the CCDC's approach.* . v

I3 . A’ hd .v
. .

L

For a descriptive summary of the DC s structure and membership, and the
tull range of its activities, See Appendix ‘A, Part Iv.
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county Cpopulation 292, 500), the Santa Barbara Community Career Develop- -

: ment COuncil was formed to encourage and’ support career dével ent

_the city, asd the council activities, except for t.he counseling program,

. basic skirl develqpment. - Im contrast to\_ganf counczls ccpc ogerate&m e e e

'tlon, ‘the city of/Santa Barbara lies in the section of the county where , i ¥

'spent its first six-months developing a' four-point statement of goals and 4
L]

‘ J the careers of"the world are *de' open to eve%one

“d
2
)

L3 7
4 £

6.1 The Council's Chosén Direction

N .

The Santa Barbar'a Community’ Career DPevelopment Council is an
orqanization whose namé€ reflects two of its key characteristics. Although
"Santa Barbara" could refer to either a city (populatdon 73 800) or-a

*

‘efforts in the city ahd its immediate 'surroundings (hence thd word "commu-

nity” ¥n its name}. 'rhe "cotincil members all-live and work ift or near

have focused on the high’ school district Whlch serves the city.

~ Likew:Lse, the tegn career deve.lopment".in the council's name,

refers to its orientation toward caree,r guidance, career education, and -
N

an area where the immedia¥e economic sec'urity oﬂ youth and ‘@he 'socio-eco-

nomic barriers to career entry are less severe than” elsewhere In addi-

employment opportunitie are the greatest. It is not surprxsmg, there-
%

fore, that the’ cou.ncil in Santa Barbara focuses orf career development .

.

rather than'on ime prov;smn of employmen\t opportunitles for youth.
’

,’ The CCPC took upon itself the specific mandate to engourage a .

career development or1entation in the secondary scillools. The council

objectives (? 'Ihe statement reads: . -
. ‘ , Y
‘ ) “l. Devei_.np ughout ‘the secondary school experience
o the basj derstamding that emiloyment is one of )

life's most rewarding experie , giving one a ,

sense *personal worth as well as-supplying the€

necessity of income; that the likelihood of . . '

achieving one's maximum satisfadtion is enhante .

Ry examining work opportunities in fhe |light of ' .
.o one's own interests and” aptitudes; an that 4ll of -

.-

without limitation due to sex7¥race or creed.
*

« 2. Bring‘oqether and describe in-a comprehensive

o manner all efforts made to provide occupational |
or career guidance and, training.. - . n . W




3. Make it possible for every person over 15 years - A ‘
of age in the community to successfully partici- ~~ k
'pate in an occupation as a result of having . . .
acquired the basic academic skills. ‘
- 4. MaKe it possible for every student who graduates o . \ ‘%

from a local high school to have explored in- *
significant depth, ﬁm the help of "a trained

? teacher or counselor or someone workmgﬁuccess- . -
fully in the field, at least one job m “an ocdu-" ’ . -
gatiomal cluster hﬁ or her choice.” . - .

;

The first poli:nt is no't«really oal, butyrather'a description of the 4

desired result of the interventio own as career education. The second "'
ne thad-wai metithin six months of, the

ird point reflects the councll members'

‘point is a speciﬂ’: objectiye,
council's first meeting. The
awa?epess that basic reading anc math are .prerequisites for success in an

occupation,’ and' ;helr .mtentlon to support all programs teachj}jg basic -

counseii.né f&r youth, a goal which is rapidly beiné achieved by means of

”

9kills.- The fourth point reflects' the council's interest in improved . !
1‘
|
|
l

the council' s employer-based counseling progran't megrloned earller.

As is clear from the contents of the goal statement, the Santa ' 4
'Barbara’ Comunity Career Development cOuncll is concerned with "careers” . ‘
rathér.than Jobs", with long term career enhancement rather than_ with

1ncreasing opportum.tles for youth to earn‘\aoney. The CCDC has also madi

-
.

considerable progress towards. achievmg its goals.

¢ . —~ .
- : “

-

5’2 Santa Barbara Environment : . . /f

) ‘Th‘es ta, Barbara education and %rk council's focus on private

sector’ 1nvolvement in career education can best be understood in’tfk con- :
cext_ of the c ity's sensg of pride and satlsfactlon w1th itself, as .
well as Eﬁts geography and soclo-econpmc climate. . Santa Barbara, Califor- '
nia is ‘a city of about 70, OOO adjacent to .an unincorporated area (Goi.eta)‘

~of a.bout- the same sgize. J’,t is. thls "south coast” area wlncT\l the council's :

efforts focus‘on, although it setves the ent1re county through the
emplo?er-based wseling program.. "4 \/ ‘ . | ‘
" 'Ihe dcastal’arda, 100 miles north of Los Angeles, is the home of - .

.u

nedia figures and wealthy retirees, as wéll as the former home of Presé- co
Went’ Ronalg Reagan . With a benign climate, a preponde.rance of Spanish '
: v




\ . o N ! y -

- whlte-washgg’azcbitecture, and a large tourist flow, the c1ty sdndwiched
between the mountains ﬁhd the oéean appears to be affluent and secure.
K, - '
~
‘ ' . The rest of thé county 3;es on the other side of &he mountalns.
( Some towns are quite wealthy. Others, like Lompoc, include hlg -ranking
retlred military personnel, professional people, and ranchefs as well as

Horklng class and lower middle class enclaves. . roe

In the county, the percentage of blacks projected to be counted
\\1n the 1980 census was 3.4 percent. The number of Spanish Americans was
2 wprojected at 16.9 percent.l Many of the Spanish Amerlcens,llve in Santa
Maria, a‘laige agricultural coumunity in the -northern part of the county.
In l979 the largest c1v111an employment sectors were serv1ces (attrlbut-.
. - able to the tourist'industry), government (attributable to the University
of California at Santa Barbara); and wholesale and retail trade. There
is also a fairly substantial non}c1villan Iabor force 1n Santa Barbara
B CoLnty, as the county is the home of vandenberg Aif Force base. These
sectors provide a greater proportiaon of jobs'in Santa Barbara County than
"they do in the state as a whole. Magyfacturing, however, is only half as
#  important 1ocally as:in the state as-.a whole. Overall unemployment was 6.0

. . . . 2
percent in June, 1980; gouth unemployment was estimatedsat 14,4 percent.
- . o ’

. A local businessman and council member stated: "This isn't your

-*

*  standard community; it's not middle America. Power is ')assed ar8und.
t It's a community of personal, convictions, split between qéowth and;?xo
growth, freeway and no freeway. The only thing the people here agree on
+ ° is that’ they all want to live in Santa Barbara. If's a tremendously

*

wealthy community."” - . hd .
. B | < foe . . -

- 'The type xf industry and the\low unemployment rate in the county
have made 1t possible for the CCDC to focus on career gevelopment rather, .
than youth unemployment. The active involvement of the prlvate sector
appears to be a.reflection of the sense of power that these communhty

- a .
-~ : : . ' : ") - ‘
R California figures do not separate Spanish_Americans by r!Ee. : 'f
° zEhiephone condbrsgtloé w1th CallfornL;\Employment Development Department.
Research Division, January, 1981.. : %
1, . ‘ * [ : . ‘ .
. . \ .
-
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rbpresentatives'feel over their: lives. Indeed, the Santa Barbara Commu+%
nity Caregr Development Council y%s forned under the auspices of an active
local chapter of a nntiona bdsiness ofganization3-thg National Alliante'

of Business. S : ve
‘ . . N 3 .

6.3 The Council's Private Sector Mode of Operations .* - 1

The National Alliance of Busxness (NAB) is” funded by the Depart-

ment of Labor to en‘3hrage business people to pire members of groups who

. are dlsaduantaged in the labor market. Since  its founding ir 1968, &he NAB
has sconducted job campaign; for Vietnam-era veterans, @x-offenders, wel-
fare recip%gnts and economically disadJantaged job!seekers. It has pro-
moted summer jobs for youth tnrouah its Summer Jobs and Vocational
Expletration (VEP) programs. 3it54iﬁ56ivement in career guidance has gone
beyond VEP, as it also sponsors a Youth Motlvatlon Tgsk Force (disadvant-
aged yOuth counseled by successful 1nd1v1duals from the same background)
and a Career Guidange Instl?ute (workshaps and plant tours for school

* guidance counselors). ’ »

Beciuse of NAB's on-going reLationship Jith the Department of Labor
and its experience 1n cazpez guidance programs, it was chosen by tha Dwpart-
ment of Labor to be one of three ‘Tganizatlons to sponsor a demonstratlon
program of education and work councils. Out of%ver 100 local chapters,

«  NAB chose five whxgh had the strongest youth orientation, and added a staff 1J.
member to eath to direct the education amd .work council. Although the *
other four NAB-sponsored éducatién and work councils ceased to function as

¢ such when the special funding ran out,.the Santa Barbara coun§il pbtained

its own tunding and continued tB be active.

.
.

The CCDC has taken the NAB model of active participatlon and top
level membership into the afena of youth transition from sch to york.
The consists of 13 members, all but dne the top official in his or

. LT . A ) .
" her organization. Moreover; it is the policy of the counc1; that no

»

.Alternates are permitted to §g des;gnated'or to attend meetings. _

\ -

-

’ A second councii'policy is that of 100 percenzgﬁarticipation..
Heetings are held on the third Friday of the month fr seven to nine in
" the morning at- the County School Board cogfetrence room Mambers rarely

niss meetings despite their management responsibllities in their awn

e o _' | 5353 .

»
.
[ 4
.
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organizations .f a reason for participation can be ascribed, it might be
that these top. executivés of business, government, and education en]oy the
company of their peers. There ig a sense in the i!ﬁtings that the members'
similarity in status is more !{?nificant than their differences in insti-

tutional Pfioritzeo. .

There are a number of*council characteristics that reflect its
association with NAB. Five of the six bu31ness representativés were
recruited from the NAB Advisory Board. The sixth businedsman is a small
business ownet who hag’been a member of the Chamber of Commeroe education
committee. Another sign of the CCDC's ties with NAB is the active involve-
-ment of the local NAB director and the two NAB youth managers. These staff
members help coordinate programs sponsored by NAB and the council. Finally,

althomgh the couyn

)
her office in

c11‘director is no longer on the NAB payroll, she retains

; quarters and has a NAB-paid secretary available ,
/

to her.
-

Although it is a self- determining counighl, -the CCDC is a subcom-
&
mittee of &he NAB Advxsory Board whose projects are also NAB pro;e&ts

The overlap is not a coxncxdence, the local NAB office intenoed that the.

F)

education and work douricil grow on fertile ground and be nurtured by

exigting volunteer efforts.

The close association with NAB 1s a unique feature among the
cohncils discussed in this report. ﬁanyvother ?ouncils nave considered
being independent of any community institution as an tmportant preréqui-
site to wielding influence in the community. In Philadelphia, for .
example, the council has beeén abIe to have impact‘aé a mediator between
local organizations sompeting for Ehbcontracts with the Cth prime )
sponsor. In other sites, councils have &::n activq in bringing repre-
sentatiygs of community institutions together for-the first time in a
context of ]oint responszbility for policy mai‘ng and actiVity sponsor-
ship. The CCDC, on the other ‘and,\has used its association with NAB to

*

give it a set of common assumptions (i.e., that business eds to be-

v
active in career awarenes§ programs for youép), a source df reliably

active and prestigious members, and a bu;lt-in source of credibility in

couumnity. The CCDC 8 NAB assoczation also increases the prospects
I ¢

R ) .
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for continued syppbrt of CCDC altivities, by virtue of the local NAB

'office's prestige arid its established record of sérvice in the community.
6.4 -The Co%ﬂ'sgyle: Select Limited
, 20als and Carry Them Out Fully

-
As noted earlier, the CCDC's goals contain bdth statements of

purpose as well as more spécific objectives. They center on career educa-
tion and preparation and do not include any short-tgrm employment outcomes.
Although it-is possible that" thxékcholce of emphasis reflects the reluc-
tance of this buszness-dcnunated council to counut to hiring youth, the
NAB record and the expressed concerns of council. members indicate that
their focus on career education is rather a'response to their personal

sense of the needs of youth in the Santa Barbara community.

N

One council member a businessman, commented on those needs as

follows:™ "KI¥s today are not as well“prepared as they used to be They
have more education but less skills. We' re -lucky-if they get two out of
the six arithmetic problems right on'ohr company's screening test."

+ | 9

A top school official offered andther point of view. "Business
doesn't know yhat goes on in the schools. " The council is a platfomm to
show them. The image of the schéols is currently low, but the reason is
that more and more kids stay in school, even if tne{ dorn't want to. Kids
like that don't care how they scord on a standardlzed tesf. We need to

fipd something else for these recalcitrants to be dozng."

The importance of the council's stitement of goals and objectives
ies not only in ;he type of goals chosen--goals related not to work 1tself
. but to career planang'lbut also in the w1111ngness of the council to qut

any proposals for activ{ties against shat statement. In its first year the
‘councxl was asked by the county-Wide vocatlonal education proqram for nelp

in flndlng an industrial site “for its course in electronics assembly.

Although one member did assist in this effort, the council as a whole °

agreed that their _purpose was to influence poliéy, and that’ respomding to -

such requests would be inconsistent wzth thelr purpose, and would be a

dlgreseion from.theiy goals. . . s

[
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In-addition to setting goals, the council's first year was -
devoted to developing tive Community-wide Career Education Plan. ghe
plan, develwped by a counc:.l subcazmittee, contains -a set of bhasic

N assumptions and a general qoal or polxcy statement--"t‘b develop the
skills needed to assess, select, prepare for and pursue avenues which
" . lead to life/career fulfillment. " Learning objegtives and.i.mplementa-
tion respons:.billtl.es of the schools and the business community were
oo also delineated in the plan.

'
A committee of the cbuncil, including two business leeders and.\
third businessman who was a former president of the‘ school board, took the
completed plan to a meeting of the Santa Barbara High School District
School Board 'mey asked the Board to endorse the career educatlon ndlicy

' statement, and the Board dld so. .8 . .
. e
. ] “
The council's petition for the School Board's endorsement of its a
plan was strategic. A year later, under pressure from Proposition 13, the ) %

Board propoeea‘to eliminate the posit}.ons of junior and #fenior high school
career technicians--staff members who supemse career centers. The council ‘
members who had finst :.ntroduced the plan returned to the budget hearings
and reminded the School Board of its entiorsement. This reminder resulted
in restoration of three of the five careér technlcian positions which were .

Ed

. to be eliminated“. e,

There is no proof that the private sectqr leadership of the CCDC
was responsxble for the sutcess of these meetings with the School Board. \\ .
It may be that the council's pOllCY of admitting only hlghest level
{ sectoral representatxves wasg more significant ‘than its business orienta-
) tipn. Businessmen or not, the indivzduals.who testified were a prestigious
grdup. dowever, the leadership and backing of the prlvate sector,, and
. the infusion of the pr1vate gector's "management by objectives™" approach,
may hage served to encourage the cqQuncil members Jp adhere to their goals

and to mand that’ the School" ‘Board do so as well.

¥ ] A Unfortunately, the council's success 1}n influeficing public pol:.cy /
.towards career education has begn temporary. In January, 1980, the .
- '-uncil voted to appear again at the School Board's budget hearings to
' % remind t.he ‘poard of its commitment to career education. This time one
‘ ’

L 4 : . ' » )
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council member; a retireé General Motc;rs chief executi(ige, appeared before '_/
the School .Board. The council president described the result. "There is a
budgetary prob,len‘t, so nothing ha?bened They've cut their counseling staff.
The career te'f:hnicia.ns are essentiallyt gon% ?hey've emasculated the
eptire program. Declining enrollment is really putting the squeeze on.
You've got the high cost of teachers because of tenure. and Propositlon

13 is just starting to wraak havoc.” 7

6.5 Thé Private Sector.Involvement Project
and Ttstmp_] oyer-Based .Counseling Program

While the council's policy-level initiative was\derailed, an
unexpected new {:esource for underwriting its crusa’e for ca.ree;r education
.emergedz;~national ;md local CETA funds. As a result of this opoortunity,'
the CCDC was drawn into a CETA program effort that triggered the counc;ll s

recoggition of the spec1a1 needs of disadvantaged youth.
.

" The Santa Barbara Community Came‘evelomnt Council p’artii:ipates
in an actix;ity’ which émphasizes par,t'icipa'tion -o'f private sector fhdiv}duals‘
in the career guidance ¢f high school students. This actiwvitv is known as '
the Private Sector Involvement (PSI} Project,* with orlglnal funding from
CETA ‘through Youthwork Inc. for $260,000. " When flzstvfunded in 1979, the
Project consmted of two parts five hundred hlgh school Seniors were to
be counseled by individuals 1n the community who work in private sector
jabs of interest ‘to the: student. The student would visit the: caunselor at
the work site three t:l.mes.. The seconé part of the orig;'.'nal proj:ect was on-
the-Job training (0OJTs) for 120 CETA ellgible students who had'tompleted

‘the counseling combonent. -t . .

The grant applicatlon process was initiated by a former counc1l
d’s(ector who lee;med of the av, 1l£1llty of grants from Youthwork Inc.,
a private orgaxuzat:[.on estab&mhed to dev'elop prbg!rants and distribute
funds on behal€ of the U.S.’ mpmnt of Labor.. She broached. the-gdea for
a proposal to a council mepber, ‘the Superintendent of El'}e,County Schoals.

-Since the Couﬁty‘ Schools had beeh -opersting §iof the CETA pragrams for -

.

* ’ . L] . ’
‘This project is not to be confused with tlhe~PSIP created by CETA Title VII.

. “

>




Por its role, the council could foster actlve usiness involvement in the

project.

) There were three key institutional participants named in the pro-
. J posal. The county school system was to manage the project and superv1se
»  in-school llalsons who were responszble for recruiting students to part1c1-
pate in the PSI project; the National Alliance of Business (the CCDC was,
‘ not néntipned)’was to recruit and train employer-based counselors; and the
l Employment Development Department (California Job Service) was to obtain
QJT plapemenge for 120 CBTA eligible-high school students. Five High ,
schools in different parts of the.county were to participate.

| The council debateé'whether or not to participate Ln the PSI

[' ! project. Some members did not want to get 'involved in CETa, claiming that
CETA's usual appgoach was to "(prov1de) government with low-cost :personnel

_ and [not) do anythlng to prepare them for’ the private gector." Others -

,felt that CETA sxmply "deals ‘with the same people over and ower again."
Still others feared that the pursuit of grants would compromise the low
profile, policy-focused-style of the council. The councll agreed to par-
ticipate when itg members referred to t@sir goal statement,and‘found the

. ,
, - . .

. following: .

.

» ‘ .
) 4. Make.it possible for every student who graduates
s\ from a local high school to have explored in
significant depth, with the help of a trained

h - -« - [
‘ tedcher or comnselor or someone working success-
A .- fully in the field, at least ome job in an occu-
’ pational cluster of his or her choice, = - - ,
! .
The counc1l membe percelved ,the PSI project as consistent with their

goals asd therefére agreed to support the project themselves as well as

to-@gve the cquncil director be placed on the project payroll,rn a staff
support capacity. Members have undertdkxen the followmg support:.v'e activi

L, .. ¢
ties: . . 1 , ¥
. ' (4 . 4
® e eﬁcouraged their own employeee to serve as employer-

! _' based counselors (EBCs); » . ot




.

~

B

. . —
e encouraged thejr business acquaintances to\vdluh-
- teer as EBCs and/or to invite their employees to

do so; . . . . »

' @ drafted a letter on Chamber of Commerce'staﬁ}bnery
to 1200 meqbers urging them to participate; /and
e secured the services of a NAB- Advisory Board mem-

ber who is a training consultant to conduct train-
ing sessions fog EBCS . o

-

*  The council director‘worked for the PSI Mroject almost full time.
She contacted potential EBCs and explained the program.

Y

Sne conducted-tne
orientation and training sessions for EBCs (the,professionai trainer has
been droppedi She made.presentations at civic organization meetings ahd
. to the med}a for purposes-of-recru1tmng EBCs Beginning in April, 1980,
the council director began to assist the in-school llaisons in developing
trgining slots, a responsibility that was taken over by the County
" Schools after some dissatisfaction with the\performance of the Employment
Finaglly,
ginding workshops "for &tudents participating in the PSI program.

. \ * +
! The, PSI project is particularly suited to a business-oriented

lDevelopment.Departmeht (EDD) . she developed and presented job

”council. It permits the CCDC to use its ipfluence w1th other business

gro.in a"ay that contzibutes 51gn1f1cantly to a ca\:eer education
1thout the NAB and the Chamber of Commerce, recruitment of

v

activity.
private sector volunteers for EBCs (there were 300 as of May, 1980)
would have been much more difficult. Furthef, the council members w&e
abie to make a contribution to the project themselves rather.than only

-

through a staff person.

The OCDC's involvemeht in the PSI project cadsed the council to

14

| reconsider its goals and, its attitudes towards collaboration with CETA.
In’ October, 1979, a three-person coumdttee (a businessman, a schoo}
superintendent, and the council director) met to review the original
goals and objectives statement. They assessed whether the goals were
still needed to‘further the stated goels and objectives. ,Their assess-
ment was presented at the next council ‘meeting. Among other' actions
taken as a result of the meeting, two council members (one Secondary and
one post-secondary educator) agreed to compose a £ifth’ council goal"

o . v N
. »
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The fifth goal recognized the special needs ofrdisadvantaged youth, a

group thktuthe council had no particular interest in when it originally
set its godls, but one that it had more experience with since then
through the Employer Besed.COunseling program and the PSI project. Thus,
the council has broadened its goals statement by including target groups

that were previously excluded from theﬁkughﬁ;’s concern.

One component of the PSI project has not worked well, and it
illuminates an.avenue where further private sector involvement on the part
of the CCDC might be useful.. The plan for on-the-job training (OJT) “
opportunities feor 1% disadQentaged participants in the counseling- program
met with limited success, as symbolized in Figure 6.1.

with Youthwork Inc. called for 60 seniors in high school to work in OJT

The contract

from.March to September, 1979, and another 60 new seniors to begin *
By September@ only 29 students

Y

OJT in July and cdmplete it in December.
had actual y been placed‘}n oJT slots.

.
The source of the problem was a subject of some dispute‘eqpng the

actors involved. The responSibility for OJT placements had been given to'

EDD, the Job SerV1ce ln California. In-school liaisons who referred youth

to EDD for OJT found that many eligible youth were involved in extra-

curricular activities during the prime after-school work time. The liaisons .

found that still other prospective project participants were already.

employed in CETA-sponsored youth employment programs. PSI pro;ect manage-

ment recognized these barriers to. referral but nonetheless considered

EDD 's productiVity deficient. For its part, EDD staff had experienced

high turnover, and one staff member noted “that EDD had found it easier to
_place youth in fully subsidized jobs through other CETA programs.

The dlfficulty with the OJT component of the PSI project may‘

p also illustrate the difficurty of. prov1ding services ,to disadvantaged

* youth who reside in areas’ that are popularly considered to be affluent.
The problem may be one of locating the youth in need. According tg-'the ° |
Santa Barbara COunty Schools, which admmlster the majonty olﬁ youth

programs in the Cqunty, "...over 900 in-school youth were found.eligible

and served (in only two summer yohth programs) ...if ‘additional -funds were

availgble, twice that dhmber would have been found eligible and placed.”

$ o

“ . -
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T W ~  SAMPLE 0JT OUTCOME RECORD . - ;o
e : PRIVATE SECTOR INVOLVEMENT PROJECT*

\
’ A +
“

v

Efren - orfentation given, 4 cantacts made, orientation per;od completed
( <7 and contract entered intd. -Bfren returned to complete high
school and hours confl d with job so he had"to quit. Heé was .
promised a job there as soon as he could return. (Forms & - f
‘ Surfaces - successful completlon).
Orlentatlon given -‘has summer job already 11ned up with BS&B
Tree Service for approximate{¥/§3 50/hr. .

* . Michae]

T

Robert - Orientation given - already employed at Cate School. Did 2 con-
- - ' tacts and then discovered Robert had a trip t0<£urope planned
for a good part of the summer. 3 L ° N

OS;entatlon glven - 2 contacts, orientatlon period successfully-
7 completed contract entered into. ' Laura quit to go to Mexico
- with her family. (Omwig's True Value Hardware Store - contract .
terminated. - T : -
- . . “ - .
. ) - . e /

Henry ‘?- Orientation given, Henry is involved with school football team.

-

Laura

Jerry ( - Orlentatlon diven - was involved in basebill until after gradu- /
ation. Two contacts made, orientation period completed and /
- - contract entered inte. Jerry quit to go to college, he was
v . f/—IJ offered a part-time job at OJT site but wanted to participate /
) with college baseball, (Essex Transdugers Corp. - contract
> terminated).. - .. ' ¢ .

- o

Ld

Mario - Orientation given - student body président and _participating . ,
: in football' not available for OJT.
) . ‘!.[
Tim - Orientation given.. Tim had numerous summer:vacations planned ~ - '/ ,
- .so_really not available for OJT. Have recontacted him and will ‘

be developing OJT fo;rﬁtm. ) . , /

-

!

Annan@q - Orientation glven - 2 contacts made, he was offered a tralnlng s ’ !
job but §ccepted other employment.

Angel - Orlentatlon given; part1c1patq|b in football: ‘ :

(% N -

' carpinteria High School in office for NYC program;

Polly = Orientation given, 9 contacts made, Polly accepted job ;/4

Lucy - 6rieﬁ;atidh given, 10 contacts - 1 interview. cy.decided not
' . to work this year.

[] . . - -

Cynthia - orientation given - Questionablg -Migibility for OJT program. - / .

. Marty °

Orjentation given -‘awaitipg return of eligibility form.

.
.

4 - . '

*
Source is PSI progress reports Eo.Youthwork ;nc.*
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It would appear that the county school system believes .that'there exist
-many more disadvantaged youth in Santa Barbara than is popularly recognized S
! .

. »
or served by CETA. ’

, It is also possible that the idea of providing OJTs for in-school -

_ disadvantaged youth may have been 1ll-conce1ved Most OJTs requ;re full- '
time .attendance on the job, and in-school youth have at most two months’

of time available during the summer to participate.in OJ¥s. Moreover,

OJTs that can be completed 1n as short a time as two’ months are certain to

be pébltlons that employers usually fill with CETA-ellqlble youth on full -

' sub51dy, as noted by the Employment Development’ Department.

In March, 1980, the pro;ect s grant was amended to reduce the
qember of OJTs to 88 and to .add 34 student interns. Thése interns would

be glven g§ix weeks of fully' subsidized work. OJTs in contrast,, receive

a faur-week fully subsidized orientation wand a variable period of 50 per- e
~_ . . -

cent subsidiged training. The purpose of adding internships was to . ~ (’,

permit employers to receive- 100 percent subsidized workers apd-to relleve .

them of the paperwbrk assoc1ated with OJT contracts. The placement
respon51b111ty was removed frog EDD and qlven to the liaisons in each of
the participating schools, with the CCDC ecutive director prov1d1ng
a551stance. \Hhe proposal redesign seem _been an improvement; as

‘of November, 1980, 120 OJT and Lnternshlpicbntracts had been developed.

As the private sector. council members found tne PSI pfoject

exgiting, ‘and the{ were very sutcessful in involvinq the privatg'sector

in the counseling program, it seems llkély that ﬂley could also be success-
ful assist&ng in the development of OJT contracts. gouncll mémbers were
pleased when the intemships became-hvallable because they felt that one

of the re*ons why OJTs were not‘ being offered was that employers refused
to deal w1thu££Th training contracts. 1In addltlon to offerlng the services
. of their dlrector, the CCDC members?:ould assist in developlnqil C place-‘

i

ments, "in reducing employer paperwork ' associated with OJTs, o in" using

* their employer network to locate disadvantaged youth who need OJT, as

”~

opposed to internship, placement.



receive necessaqy car r guldance service

@
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The PSI project and related CCDC activifies have garnered‘further
funding and,d;epened the council's/relationship with CETA. BPecause the PSI
project was not expected to.spehd its budgeted funds.py June 30, 1980,
Youthwork Inc. granted tﬁe PSI project a time extension, through Septemper,
1980 and A additional $42,750 to support the jew internship component in
which the council director’, with the active encouragement of the member-’
ship, is involved.  In addition, the lécal Private Industry Council (PIC)
approved several CETA grants to NAB for programs being operated by the
CCDC: a.$6, 941 grant for a special senior class placement program in one

high school; a $3,000 grant for a Career Guldance Instltute, ard a $40,139

grant to offer the Vocational Exploratlon Program durlng the summer. Thus, ,

through its continuing sup rt of and participation in the Brivate Sector

Involvement project, the council has extended its involvement with CETA

and disadvantaged youth.'

N The extension of the CCDC's influence te CETA-eligible, dis-
advantaged youth is'significant. A number qf council members had ére-
viously expressed disdadn for CETA and.its Frograms. Sipqe then, courcil
members have become aware of the special neéds of CETA participants.

Indeed, the CCDC has added a goal of sé!&n /that dlsadvantaged youth
%f' ‘The councxl pre51dent com~

mented on the council's recent work with éETA proqrams, notimg that it

represented "...an expansion of the council's awareness..." of what is

needed. Al p 4 T

.
A process parallel to the evolution of the council's involve-

ment with CETA has “been its assoc1at10n with the™ PiQ; whlch funds private

sector training programs 7For CETA cllentsa When the PIC was founded, the 1

council agreed to support this attempt of CETA to involve the private ©

sector. PIC funding of the two career awafkness programs mentioned above

(plus the NAB Career Guidance Institute presented'\n May, 1980) is a Tk
result of the actlve 1nvolvement of the CCDC nresident ang the ‘NAB direc-

or as membe of thé PIC. - .

' -

. 6.6 Summary of the CCDC's Approach and Its Results
. / - ; ot P . r
. * >
The, decision to specify.s limited set of goals was unique to the

SCDC. Other councils soug?t to allgw;themsqlves ;hé flexibility to -

.

-, / . B .
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alter their goals over time. Indeed, some councils felt that the ability

of the education and work, council to be respon51ve to community needs-- e
whegper those needs called for collaboration to improve CETA services in

a laxge,‘uzban area or td bring economic develq.rent to a high-unemploy- *
m;nt, riral area--was precisely the essence and beauty of the education

and work council concept. From this perspective, it is clear that there

are trade-offs to CCnC's approach for while the Santa Barbara council

. was actively 1nvolved in increasing opportunities for youth to learn about
careers, it was not assisting.the community in fulfilling other youth .
.transition needs implicitly articulated by CETA program admznistrators and
made visible by the difficulties these administrators were having with the

OJT component of the PSI project. -

On the other hand, the Santa Barbara Communuty Career Development
Council has made, considerable progress towards those goals which it has
set out to reach. The reasons for its success are several. Its close-
affiliation with NAB gives it a level of credibility with the business
sector:that could not be achieved if the council was a new, unaffiliated
body. Its close tie tplthe County Schools (through the Superintendent who \
is a council mehber)‘allows it to get involved with the CETA grants awarded
to the schools withott having to compete directly for funds. Other stroné
points include the comitment. and the sustainred involvement of the NAB
office and a few 1nfluential businessmen, and the represeftation on the
COUhCll gf high-level officials from all sectors.ﬁ‘Through these means,
" the Santa Barbara council has found a way to involve business leaders
actively 'in at least one aspect of the youth tranSition process. Moreover,
the CCDC-has found a way tp 1nvolve the private sector in efforts--such as
employer-based counseling and public policy development and support--which
- are relatively unique to the private sector and which take good advantage

of the private sector S particular experience and status in the community.

by
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7.0, OVERCOMING OBSTAQLES TO COLLABORATION

i
- .

In Chapter 2. 0, we reV1ewed some of the lmpedlments to collabo- *

ration that'aff, d, coudElls studied in Phase I,
ration wi

~

» the economic development sector, the private sector,
councils included:

. -
s .
3 L

4 L d / . ."‘ h
CETA .

and other loca
K-

L3

.
.
v

e variance in target group or Jurlsdlctlonal focus
. ' between council and prime sponsor

ack of understanding on the part of the councll
. - as to CETA's purposes and functions

poor image of CETA

-

+® anti-federal bent of some communities or their
5 . councils' membership

/ el y
. The Economic Development Sector

\

lack of recognition of an economic development
" sector K

«

[t

lack of funds available to councils from economic
development ofganizations

a
4

\ .
variance in purposes between counclls and economic
Tt development organizations
“.

™ lack .of an equal partnership among federal eco-
nomic development, education, and efmployment

agencies in the establishhent of fthe National | ,'\
. . Work-Education Consortlum project\
y

4
i
. S
- L
}
1
i
4

1]

.o , .

. The Private Sector o - . )
. i . ) - . ,

! o tendenc¥ of the sahe private sector officials .
who participate in punlic,projeéts to partieipate
.in efforts such as education and work countils,

with few additionai, new private sector reSOurces
' being sought

distaste for counclls perceived "process" orien-< - :
. tation. :
oo p .
@ hes1tancy of private sector councll members to '
- 1

invelve other private sector individuals in council
activities

R G T
e reluctancé to participate on tngjsame council with’
union représentatives .

*
.,

Y
.

. 0 . f L
‘ -t ) ' IOO i ) ’

Impediment$ to collabo-
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. Other Local Councils

L e lack of familiarity with other local councils

AN
9. differences ip the missions and operaé!.ons of

other -local

~
e -differences in the compositional requlrements
. of other local \councils . I

these obstacles can be owercome, although usually not without con51derable

commitment, perseverance j.ntemél'councll unity and often creativity on.

the part of tne education, and work council staff and members.

In this seotion, we review and “comment on the factors that erktour-
aged or inhibited collaboratlon in each of the cases presented in .thls
volume. Some new information is also provided in order to contrast each
councll" experience with a partlcular sector to the experience of the
other three councils with the 1dent1ca1 sector. The discussion 111ustrates
the foremost role of council executive girectors and leaders in 1n1t1at1ng
and sustaining coop'erative-efforts, although four general sets,of fac:tors,

(as listed in Figure 7.1) are distussed in this chapter. ’

7.1 ColPaboration with CETA

The Southeastern MJ.chigan, Gratlot: County, and Santa Barbara
councils all had some contact with CETA. Indeed, apong the four’ ‘%!ounc:.ls
considered in this volxme, relationships with CETA were far more prevalent
than relationships w1th other local sectors. But none of the sites in
outése I or Phase 1I group illustratied the degree of collaboration
with CETA that the Education to Work Co cil of Philadelphia did; in none
of t'_hese sites was the linkage characte ged as it wds in Philadelphia by ',
a recognltlon of mutual inter®sts, mutuil -responslblllty-taklng, and °
)su‘stained mutual 1nvolvement in activitiles performed by aither organiza-

tion. - . . . .

. 'mere were conslderable mcentives, and v:.rtually nb d.ismcentlves,
to CETA-council collaboration in Philadelphia. The following incentlves
. . % !
initially enco\?'eaid the EWC to work with CETA: . "

'

1

"

uncils - R — s

h

3
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Council-related factors ' .

Sector-related factors - .

\relatlonshlp or degree of consensus among councf

*.commitment and abilities of'the organization's leader-

Figure 7.1
FACTORS ENCOURAGfNG AND INHIBITING CbLLABORATION ‘

N . N

council goals

council target groups and ﬂ'urisdiotion

members and staff

commitmént, abilities_ and creativity of council
leadership in the pursuit of collaboration .

lsd

organization's goals ’ L ]
organiza;ion's target groups ang jurisdiction

relatlonshlp or degree of consensus among subunits .
of the organiza®ion . . .

e

ship in ?he pursuit of collaboration S W

-

External faétors {reldted to the community” as a whole or to L N

the council or organization in particular)

_political“history or conditions . , ) .

»

- economic Qr employment history or conditions o \
. )
- fuéing prospects _ ) I . R
- local attltudes o Yoo , ’ ;
; special, e\’reats and c1rcum§tances. R j ‘ , ~ - |
History or l(ture. of Relatlonshz.p Betwden the Council and the ,_" ' .
Sector with Whamh Collaboratlon is SOught , . :
N . X i .
’ . ~ 4 !
q
a . .’ '
. ’ \
. R oo ¢ |
¢ ) \ .
« vy
. i i’ - .
~ i ) . \ .
r .. & ) ’ ‘
. N 4~ " . ‘
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A 2
e The majority of the councils' most active members
" are representatives of the education sector or
representatives of community-baged organizations
. . (CB@s) who receive, . or wauld 1liRe to receive, TETA
contracts. /. !

e The EWC saw its own mission in terms that were con-
gruent with one of the CETA prime sponsor's goals:
to help youth, particularly disadvantaged youth,
get jobs. , .

® - The local CRTA agency was the fifth largest in the
. ﬁ!tion, -and a major force in the city s economic _
_‘ and educational life the agency could therefore
have a critical impact on youth unemploymcnt and
other youth tran51tion problems.

i ‘

For its part, the local CETA agency (OET) wds entouraged to collaborate

with the EWC because: ’ " . .
‘ | ;

® The problem of youth unemployment was sStaggering; ,

no one agency or council could hope to solve it ~

working alone. 4

e The OET was understaffed and overworked; the prime ,
sponsor disbursed funds to numerous agencted to . )
.run its programs, but had insufficient staff to s
provide *the assistance negded by program operators.’

e Political ‘events in the city'prior to 1980 caused
the prime sponsor to avoid the limelight and
utilize other groups in 'the gity to the extent i
; possible to undertake some of the prime sponsor's
. more visible c¢mmunity acthltleS. . ( .

v

Once the collaborative process between CETA and the EWC had begun,'

¢

it seemed to géherate its own momkntui. However, as we indicated in the

case study, internal CETA disputes and external events or crises such as

" the lottery machine scandal and the ballplayers' practice schedule also’ l‘

came to-play an-important role in the development of collaboration between
the' organiz;tions. Thése factors aided the EWC in its coﬂlaboration with
CETA, primaril¥y because the EWC director was able ' to utilize the opportu-
nities pwesented by these disputes and crises to consolidate his organi-
zation's standing with CETA.

¢

When collaboration is Successful, as it was in this case, there
are other facdtgrs involwed thad are not necessarily central to the incen-
tive structure of either organization, but rather factors which "support"

A . . i - N
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the process thkoughout. Perhaps the most important sup rt, for the con- ' .

.

tinuing collabbratlon between the EWC and the CET in Phlladelphla came
from thl willingness of the CETA prime spOnsor to engage in collaborative

activities.
. ‘ h .

"In contrast, several factors rendered collaboration with CETA more
4 . N
difficult in Southeasterm Michigan, Gratiot County, and Santa Barbara.
Unlike the OET, the CETA organizations in these Sites were not universally

.

perceived as anfluential or as important Pproviders of .local employment

. ///" eﬁﬂ training services for youth. In Gratiot County and Santa Barbara, pre-

gramnatic differences redug%d the desire to collaborate: whereas the CETA.

agencies_focused on disadvantaged youth, the councils in these siltes con-

* sidered the entire community (Gratiot County) or all youth (Santa‘Barbara)
as their target population. Finally, the Gratiot-County_and Santa Barbara
councils- representegd conservative buslness and community interests that .
were reluctant to become involved with CETA programs; the CCDC in particu- .
_larfdisparaéeg CETR'as an - ineffective bureaucraey struggling to do a job

ythat only the private_ sector could accomplish. .

' . / In Gratiot County and Santa Barb4ra, these disincenti&és to

‘collaboration with CETA were at least partially overcome because of the
. interest o e executive director or a few council leaders, and their .
- successf ffort to illustrate how collaboration with CETA would erhance
» the council's own goals In Grat;ot County, 'several members of the MMCAC
-were reluctant for the counc1l to become involved w1th CETA. The MMCAC
executive director began a campaign to talk to individual® council -mem-
bers about CETA, and to discuss, how CETA funds could benefit the entire
Gratiot Cgunty comﬂinity. Meanyhile, the executive director was making .

some overtures to the local CETA representative,* put without much

>
. At this time,'Gratiot County came undar the Balance-of-State (BOS) ) .
prime sponsor jurisdiction. Since the Balance-df-State jurisdiction is ~
kqu:Lte disperse and diverse in Michigan, it is djjfided into fourteen -
areas; each with ﬁts pwn administrative office andle the allocatio i l
- of funds and, the reporting requirements of the . The administra= \
tive offices have fittle pgwer over allocation decisions within the BOS, ¢

, which are made at the state level.

N

e

“RIC . ( . - 104

e




[

. . ‘e ,
»
success. (Squabbles between the MMCAC executive director and the Boﬁ CETA

representative were labelled as personality confllcts, although it is
likely that they also reflected ha51c dlfferenﬁis in operating ‘authority

LY +
i

- between the two organizations.) o

g ‘ . X As a result of'the%poor reception received by the MMCAC, its
director sought--and suqoeeded--to change Gratiot County's primg sponsor
affil ion to the Grand Rapids Area Employment FndiTra?ning Consortium .
(GRAE ‘Once this move was accomplished, tHe:MMCAC;eqjoyed a better
h relationship w:j.th Gratiot County's local’ CETA prime .sponsor. The council
' was granted funds to Qvelop a more’ extensive employability skills develop-
ment training package thart*had prev1ously been avallable through the
GRAETC. Later, the MMCAC's executlve d1rector was appoznted to the GRAETC
Plannlng and.Private Industry Councils as well. Gradwally, the combination
of council preparation for CETA collaborat1on (nurtured over several years
by the executive d1rector), the v1s1ble_benef1ts‘of this collaboratron ]
(funds fot a needed program), and_the?oouncil's own overriding interest in-
' collaboration (a primary goal of the MMCAC), helped to facilitate increased,
. _ future collaboration between the-two groups. - Of course, the MMCAC execu-
tive director's track record of earlier programmatic achievements and the
stark reality of high,unemployment and low 1ncomes in Gratiot County

~4
helped to fort1fy her arguments for council collaboratlon with CETA there.
)

The private sector-orlented Santa Barbara CCDC was' also reluctant
to work together with the local 'CETA. agency.- No overtures to CETA were
made, and no dlscuSsion of pOSSlbllltleS fof collaboratlon with-CETA was

' entertained by council leadership. In 1978, a few council menbers--repre-.
\  sentatives of county sehools-Theard about a gossible CETA grant through -
@outhwork Inc. that seemed to tie into the CCDC's goal of providing
career education to every youngster in the Santa Barbara communi ty.
f .These council members successfully convinced the other cenc members to
- %} ]Oln with the County Schools (the primary CETA ptogram operator ln
_Santa Barbara) and the Employment Development Department ln(sponsoring a
proposal for this grant. As we know, the CCDC agreed to perform the -

\

responsibility of recruiting and training employer-based counselors who
= would-provide career and occupational education to eligible youth partici-

pating in.the projeot. fhus, councyy members‘played an .important role in
. i - 3
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initiating CETA collaboratlon by recognizing an opportunity and demqnstrat- ’
ing a connection between the prdject and the counc1l S‘own. goals of career
#

~education. N i ‘ L

v . | The dlslncentlves “to CETA collaboratlon 1n Santa Barbara have not
!/, been ent1rely overcome, however. Outside of the 5ounc11'sopart1c1patlon
" in the PSI project, there has been little ev1dence of councxl-CETA co labo-
ratlon. If the CCDC's resistance to CETA colLaboratlon had been_dlml 1sh-
ing, we would have expected the CCDC to undertake to assist CETA (1ae., f
. the County Schools) w1th the problem it was having locatlng and s1gn1ng :
up youth for 0JTs. Moreover, no direct links--such as representatlon on;_
< edch other s boards--have. been established between the CETA prlme sponsor ',
. and the CCDC. -The CCDC clearly places cellaboration with CETA as sub- f"
Sldlary to its maln goal of enhanced career’ educatjon, unlike the MMCAC ‘
“which holds collaboratlon to be a primary goal of its efforts.

’

.

In the Gratiot County and Santa Barbara cases just presented N
coﬁnéll leadership plays a critical role in overcoming 1n1t1al res1stance
to coyncil-CETA collaboration, Council leadership 1n1t1ates the oi!labo- ,

. ration. In “the case of, the MMCAC, the council leadership prepares the
membership for- collaboration, allowlng tlme for council members to become
aoclimated to the idea. In bottv cases, 1t is important for council leader-
ship to demonstrate how this collaboration will enhance the council's own
goals. Ultimately‘, however/z content of council goals may play a sig'-

S

lx_4y/ -nificant role in determining ther the collaboration continues, indeed,

1n.allow1ng us to label a-cooperative effort "collabGrative." ]

: ' It is posslble to co/;rast the sets of factors that operate in

the EWC's case-with those that operate in the cases of the MMCAC and CCDC.

In Philadelphia, the executive director certainly played a critical role

in initiating and sustalnlng collaboration w1th CETA > By and large, his
« efforts were strongly supported by the council's membershlp, although

. some concern was expresied over whether the EWC exegutlve d1rector s role

as an'extenslon of the prime sponsor s stdff might not be becomlng too in-
separable from his role as executive director of the EWC. But the political |
history &f CETA in Philadelphia, the internal disagreements between the
reglonal Department of Labgr and the local prime sponsor, the crises that

threatene? to create considerable emabarrassment for the prime sponsor, -
—~ . E
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.. cation and wqrk council in Philadelphia. Indeed, all four sets of

. contributed to the coilaborationd;hich energed between CETA and the edu-
factors cited in Figure 7.1 were srrongly operat1ve in this site, whereas
couffeil-related factors predomanated in pav1ng the way for council-CETA

R collaboration in Gratiot County and Sarfta Banbara°

~ The importance of both counczl-related and CETA-related factors
) is démonstrated in the case of the Work-Educatzon Council df Southeastern
L Michzgan s attempted ¢ollaboration W1th CETA. Once aga1n, the role of
" the execut:.ve d:.rector in iﬁztiatmg collaborat:.ve efforts.is cr1t1cal.
He encouraged the szonla and Wayne County CETA prime sponsors to .pro-
vide funds to support an expanded MOIS in Wayne County, and he was ~
success'fulj. ‘In the meantlme, he was also seeking to expand the counc:.l s
Jurlsdlction away from szonza to outjhayne County, where thencounczl
: . could take advantage of the greater ‘fihding opportunities avallable
through the wWayne County pr1me Sponsor. The e§ecut1ve d1rector belzeved
s - that thls expansaon strategy was essentlal lf the councdil-was to fulfill
* its role as a collaboratzve agent. At the same time, many council mem- .
bers belleved that the expanszJL strategy was a.play for power on the
executive director's part. . By the time a concrete opportunzty for llnk-
age with' the WCCM emerged (collabbratlon in the establ1shment and opera-
7 N "tions of the PIGJ, the executive dixector no longer had the support of
hid council's membership.and was forced to resign. Prior to his resigpa-
7 tion, however;'he made .an agreement with WCOM's deputy director that the

4
Qeu-UECSM d1rector would be appointed President of the PIC. ' In so doing,

. the former gxecutive d1rector left the ooor open for future WCOM-council -

1

collaboration. 4 .
T Regardless of whether the WECSM's' first executive director was
s, ., motivated by power, commitment to collaboration, or some combination of .-

i the two, it is clear that his efforts were dealt a shaxp blow when they,
were found to be 1n direct conflict with the interests and agenda of the

.WCOM, Thus, although the executzve dlrector played a cr1tical role in
initiating joint activities and in helping to insure that opportunities
‘for future collaboration\would not be foreclosed, his primary thrust

. N {

» .
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fa:.led because of act:.ve o;apos:.t:.on froim the CE*‘A prime sponsor--oppo—

= sltton—whloh did not—surface}frw s-orCCDC's efforts to work with

CETA. LT : . N w -

s At the 'beglnn;l.ng of thq.s fchapter, We recalled a set of obstacles
* *that"had 1nh1.61ted collaboratlbn betgeen CETA an& the eounclls §tud1ed
in Phase I. Other obstacles) ex1st to“CE’i‘A-;sounoll collaborat.lon,. and
" were surf&ed during our 1n-depth sfudy/m' Phase II(

- /
\ 3
. ’ o
Ofhe obstacle pertains to expectatgons for the organ12at1on s . '

performance. A prime sponsor;s performance is meagured by outputs (num-
bers served, placed, etc ), not by 1nput-s such_as collaborat:n{’e arranqe- .
~ments. Hence, CETA prime Sponsors are not: Stsposefd to dlspense discre-. |
'.Lonairy funds to councils, like éducatlon and wofk counc1’ls,v that,
strlctly coordindtive or collaboratlve bodies, dg‘us was the pd51tlon o
the WCOM with respect to future.wrCsM funding. A;séconq obstacle per?-
tains-to ¢ETA's image of "cohnc;j.lsc" st CETA pri;n%gnsors‘a;e not \
accustomed to de{gg with autonomous,‘ independenat codncils 'Cou.nciis',
to the CETA prme sponsor, are, adV1sory grips “that report the pr‘ime
sponsor and exlst prlmarlly to rev:L’Fw and !pprove CETA pl s and programs"
' s0 that the Junsdlctlon receivgs itd allocatlons. One wonders how the e
“ \xeceptlon given counclig by local CETA agencies might havé been dlffyrent
f the education and work counc1ls had been call'ed educatlon and works
(‘msututes" ox, educatlon,a.nd work "agencies. ", Related to the CETA agé
perceptibn of local councils is a thn:d obstacle-—the difference in opera-
,ting or behavioral sty~1es between the two organlzatlons. The ser11s of

* unfortunafe statements and ‘actions” that characterlze'd the Southeastern

. Michigan council's early attempts to )vork with the Livonia’CETA prime

-0 the EWC. ' N\ o . -~

sponsor clearly illustrates the d1ffereq\ce in styles between éhe two orgami=-
zatlons. Likewise,.such ~d1fferences wePe appar,ent in the MMCAC s relation-
sh1p to ‘the Balance-of-State CETA repre\sentatlve, as ‘well as 1n the N

responses of some of the Philadelphia pr1me sponsor staff to overtures ‘from

-

- Curlously, two factorl wh1ch emerged€in Phase I as imgdlments to
collaboration with CETA--JurlsdJ.ctlron and target group fpcus-—seemed less

~
\ . 1 . , r~
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inhibitive in the cédes of gpe four councils presented- here, perhaps due
to the boldness and creat;vity-of the executive directors involved. 1In

1

‘the interests of CETA collaboration, the executive d1rector of the South-

eastern Michigan couhcil -began to try to expand the council's jurisdicv
tion during 1ts very first year oé’operations, the executive dlrector of
the MMCAC sought to have Gratiot County's’ prime sponsor affiliation
changed Qhese would appear .to have been bold steps for those fledgling

’ o;ganizations to take. In Gratiot County s case, the strategy resulted

in a better council-CETA relationship; even though Gratiot County still
represented only one small part of a much larger jurisdiction ., '

-

The potential for theuMNCAC's collaboration with the GRAETC will

////f;;7’almost'certainly be limited due to the fact that Gratiot is only one of .

five'counties served by the GRAETC, and is located some 100 miles awa&
from prime sponsor headquarters in Grand Rapids, Moreover, while the
MMCAC executive diractor or,another county representétigibalways attends
GRAETC'planning council meetings, one can hardly expect the prime
sponsor to send representatives to the meeting of each of the community-
ased organizations 4nd other contractor agencies in its ﬁive-county
jurisdiction. In this situation, there’are simply too few opportunities
cfor'interaction. The colIaboration that ex1sts “between the GRAETC and
the MMCAC occurs, apd will likely continue.tp occur, because the MMCAC's
exgcutive director red‘hes out for it.
Q| D
the t&rgec gr&ﬁps of CETA and education and work councils would
colﬂboration, \ouncil leadership effectively mﬁed CETA collgboration

>

Likew1se, although we expected to find that differences Petweén

ibit

" to their memberships as something that would benefit thé entire/community,

- npt just one "target" group. Indeed, it appeared that in arefs like ,.

-

Gratiot County. and Santa Barbara, coIlaboratioh with CETA hid to be

tive effort.

7.2 Coliaboration'with Ecoggmic Development Organizationg ’

.The Mid-Michigap Community Aatioff Council was ome of thé only
‘ . -

councils in’our Phase I or Phase II group to undertake fsignificant
collaboration with the economic development—sectorl Indeed, MMCAC todk

.

« -
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/g,leadlng role in establishlng the only county-w1de economlc deve%gpment

organ ii\fczn Gratlot County. Moreover, once Grpater Gratiot Develop-

lﬁ

‘ment, Inc. D) became established, colla‘oratlon between the two groups
continued, .In very tuch the same way as it occurred in Phlladelphla <;he
council- took the firs} tentatlve steps towayds the agency, found a useful
service it could provide (prepar15§ tHe Overall Economic’ Development Plan),'
tooklbn more formal responsibllltles related to the serv1ce it ad*pro-
vided (MMCAC’S executive director became chairperson of the OE:g.h 'ittee),
and remalned adert to oppébrtunities for joint action (such ZZ/::;ng:Fa-

siwned by the closing of a chemical ﬁlant) that could help‘}hetcouncll

-

achieve its primary goal--developing a collaborative pattern of behavior

in a cemmunity that had resisted collaborative actiyity bsfore.

+ The MMCAC had a strong philosophical commitment to collaboration

. which was shared by its members and staff, Political and other considera-

ions fof collaboration were d1st1nctly secondary: the MMCAC was not

éeeklng funds from the, GGD, and the ‘council certainly could not expect to

-

galn 1nfluence by association, gince.the GGD was a less established organi-

) zation than was the .MMCAC, Nor d1d the coumcil expect to serve as the

parent organlzatlon ‘f the GGD, or to establish the OEDP Commlttee as a
subcommittee  of the MhCACZ The "MMCAC was drlven by ‘the heed to generate
jobs and the:need to develop community-wide collaboration in order to do so.
The qycnc was assisted largely by -two fears of trial and error experience,
the active involvement of a grodb of community leaders who weré not only

influential in Gratiot County but at the 'state level as well, and a very

persevering, higly trusted, executive director.h \
None of -the other councils discussed in this volume sought
collab@ration with local economic development organizations, and no - .
» .

council memBers or staff pursued such collaboration.. There was cénsider- -
Sy
able unfamlllarlty with this sector, and opportunities to collaborate in

the pursuit of council goals--if these opportunltles existed--went

unnoticed.

o

Even”thoﬁgh.there was‘Tio collaboration, there were at least two

structural linkages that could have provided the basis for collaboration
between education and work councils andIZconomic development groups in

Philadelphia and Wayne County. - (Santa Barbara does not have an active

economic development organization.)

y 103 110



. 4 A

The first structural linkage is prédvided by the local Private
Industry Council. The PICs in Philadelphia and SOutheastqdm Michigan ,
’(wa.yne County) :anlude representation of the leadership of both education
and work couhcils and gfonomit or in strial deyelopment corporations.
Howeve¥, neither PIC serves ag a meg! ng groudd to facilitate collabora- s
tion between the two groups. An example can be provided from the experi- )
ence of Wayne County, Michigan, location of the Southeaste¢#n Michigan

éducation’ and work council (WECSM) ., *

Y

¢ .

County, MicRigan are the Wayne County Planning Commission 'and the Wayne .
County Economdc Development Corporation (WCEDC). WCEDC was created by

'mecb p_rimary ecqopomic development organizations in Wayne
c

the Wayne County Plamxing Commission in*1978 as alquasrpublic, private
corporatiom to aid in the atttaction of business through oytreach, low .
dnterest bonds, and techm.ca.l, assistance. -The Plannzng Commission

retains its functions as the writer of the OVera.ll Economic Develoyment

Plan, and is involved in county economic plar.ning and planning services .
to aid the county S 43 cities and townships. One of their principal

goals 15 the attrhction of more diversified industry to decrease the

county's dependence on the automobile industry.

-,

The Work-Education Council of Southeastern Micl_iigan has ‘no
direct ties with these economic deve!o nt organizations. Howe\}er, as

pregident of the Wayne County PIC, thep:;cm\

the WCEDC executnre director. The WCEDC director is a member of the PIC

and has been supportive of PIC employment programs. The tie betwéen“

WCEDC and the PIC, as described in a WCBDC wblication, is part of "a \
continuing effort\ to couple economic development with the creatio'n of .

meaninful, full-time ' pemanent‘.naployment . >

hdirector is in contact with

e -

v Accordirg to the WCEDC director, however, the contact oﬁ_f )the i
two directors has included no conversations about youth transition.
%ce one of the apparent goals of WECSM activities is to impact on
youth transfeion through garticipation in various councils, this leaves
open the question of why there has beén no active collaboration between

this council an9 the WCEDC. ' Lt
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A seé "d-st:mctu.ral iinliage is made possible through the boards
of the education and work council and economic devélopment organizations. .
,In philadelphia, the EWC and the.ﬁhiladélphia Industrial Development
Corporation are linke virtﬁe of46ne‘individual'sfmembership on ‘the
boards of both of these ganizdtibns. However, this individual is also
represented on at least two other‘iocal tdunc1ls serving Philadelphia;
the Private Industry Council Operatlﬂe Commlttee, and- the Advisory Council
on Career Education. As a result, it is unclear whether his lnvolvement
stems fran a desire to be an active Public citizen, or cultivate a publlc
;serv1ce 1mage, or from a more spec1ftc deslre to.facilitate collaboratlon
between groups or to accompllsh ak specifie employment or eransltlon-
related ohjective. At the time of our second-site visit, there was no
evidence that any o;her basis for coli%boretion or any actual collabora-
gion,(between anyiof the groups‘invblved) had evolved as a result of this
individwal's multiple council membership. o

I‘n Sof:t:heastern Michigan and ;:,nz Philadelphia,‘there was some
basis for collabordtion in terms of cgieeident membershii on the PIC or
dual membership on both the education and work council d the local.eco-.

nomic development board. The questlon remains, howeverf as to why

" collaberation between th‘.e two organizations was not forthcoming. No

5

one reasbn or even set of factors be slngled out; all that is X

K’
o sphucture collaboratlon is, in

s

appafent is that tlnkerlng with w.

itself, insufficient to 1nduce the de51red result.
n

&

7.3 Collaboration with the_Private Sectof

Thq'kanta Barbara Comm#nity Career Development Council (CCDC) was
singled out in thls volume for havxng acthiéved a greater degree of colla-
boration w1th the ‘private sector tham, most other councils. The incentives
for collaboratlon, or the fagtors'that helped contribute to it, are clear:
six of the thirteen members ?ere buSiness representatives; all of the
council members,;including éhe non-?usiness menmbers, were chief executive
ofr.cers or the equlvalent 1n their’ .res_pectlve organlzatlons, and the
council had a g;estlglous N%B offlce as i backer. The search for legiti-
macy (broadly defined as theé search'for people, funds, influence, or *

information which can-support the council's growth and survival as a local

- . ¥ 4
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:Lnstitutlon) did not motiyate- the CCDC as it did the EWC in Phlladelphla
or the WECSM in Southeastern Michlgan. By dint of 1ts membership and /!
its aff1liation, the .CCDC already was established with exactly that , + |
sector’ whose susta.lned involvement in youth transition act.:.v1t1es had

eluded so many other c ls. In other words, the basis, for collabora-

;tion, which took, o‘ther co;mc1ls years to develop, was in place when

the CCDC was founded. The CCDC's brlvate sector origins, ocombined with. ‘

the status and conhtacts maintained by its private sector members, explain

the council's sufcgss in establishing and .sustaining the involvement of

. v .

the local private sector’ inLCDC activities.. o, .

s

Altnough there are numerous 1nt:ent1ves for education'and work . -

~councils to colla.borate with pr1vate 1ndustry,~a.nd numerous bases for such -

'collaboratmn (representat1ves of businesses are actively and generously
represented on council boards, and many joint activities between the .
co ci‘a.nd business sectdbr have been. unde_rtekeo) , therse are significant 4
prxtical obstacles to collaboration with the privatg sector. The T
following discussion draws upon the obs‘t‘acles to private sector collabo-
ration which we,re‘ noted as a result of our Phase I study, as well as ' v
upon our ofpservations in Phase II. T y

E . The greatest pract}cal obstacle is sustaining private 'sector
involvement If the activity involves too much time, this detracts from
the firm's profit goals. If, in addition, the act1v1ty involves 1nternal . .
co;uncll contmversy and the prospect of severar months w1thout decision —\}"
or resolut1on (for example, a /rmey occur during council goal-setting),
this is a further disincentwe to sustained involvement. Business

aff1l1ates tnay also tend to seek dlsassoc1atlon 1f the council become/s -

embro1led in any pubhc cont;:oversy ,

t

Among the councils con idered in this volume, the MMCAC sought
to avoid the proble.u.l bf-qae dissipation of p}ivete sector volunteer
resources. At the same. time, the MMCAC alsd s(bught to expand the reach
of the council and involve as many interests as possible in shaping the
development of the councll,' The MMCAC responded to these needs by
creating a volunteer resourcgvnetwork which, as of May, 1980, included
over 1200 indi\;iduals.' 'I‘he network includes”® representatives from morg

firms and a greater range, of pirivate sector interests (for ‘example, ‘the

' o 113 R :
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important local agricultural sector) than could possibly be accomodateéd

within the council's day—to-day operations or mfnthly meeting schedule., ~

., Perlodlc newslet rs to the members.of the volunteer network keep them .
abreast of courcil act1v1t1es‘and solicit their support for or partlcipa-
) tion in particular events or -activities. '
) It is also ‘possible that a better process *for communicating
private'sector interests, establishing priorities based upon those
interests, and orgaﬁiz}nglprivate sector resburces to participate in
" areas of their interest might help educdtion and 'work councils make
bettér'use of the private sector resources available to them. Local
Chambers of'Commetbe, which have.been peavily involved in-the develap-

. ment of_education and work councils, could help in this effort.

. Apart from the problem of sustalnlng_)rlvate sector involvement,
there is the“ﬁ%%h more basic questlon of private secto;,;esponslblllty.
It fs not easy to convince the/prlvate sector,to assume a share of the
reSpODSLblllty for the solution of, public problems that 1s equal to the
shage of responszblllty assumed by other sectors (such as education or.
CETA), as a coflaboratlve effort would mely. Most pr1vate sedtor repre-
sentatlves do not belleve that the? should assume any responsibility for
the solution of publlc problems, chh less a share equal to“:;:taassumed

. by other (public) sectors. In spite of the factithat the edﬁcation and
work counc1l concept sought to eradlcate the not;on that responslblllty
for youth tran51t1on is one-slded, it has Qgt done sq. Indeed, the sepa-
tation of public ‘and pr1vate sector responsibility gnd act1v1t§es is far
too‘baslc and fundamental to the workings of’@oth American government and
American capitalism to'expeot that a relativeiy modest demonstration

-project (sﬁqh'as the NationaliWork-Education Consortium Project which

sponsored educatlon and work . counc115) could alter it,.

‘7.4 CoHab tion with Other Loca1 Councils

S N

The dgvelo of the Southeastern M?chigan Work-Eduoat'
Council (WECSM} was discussed.in this volume in-order to illustrate the
Sobstacles to a council's expagslon of goals and jurisdiction. During
this perlod, yollaboration w1th other local co clls' namely the PIC and
the-ICB, became an important part of WECSM's expansion strateqy. After
. X - <
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con51derab5e internal controversy over the expansion strategy, which

?Gi  came to a head over the issue of implementing tHe Machrgan Ochpatlonal )
System (MOIS) throuqhout out-Wayne County, the cduncil was able to expand h .
its jurisdiction. However, the <ouncil was never able to utilize other
local councils to help it gain powerf why did ;pCSM'é collaboration with
other councils prove difficult? What has been the experience of other

: educatlon and.work councils, subh as the MMCAC and EWC of Ph1;adelph1a°
What ,are the obstacles to collaboration with other local eouncils, and

under what circumstances hight such collaboration be accompllshed? ’ ~
.

WECSM;s collaboration with the PIC)was ill-fated because what
- appeared at first €o be mutual interests gradqally emerged as a d1rect
conflict of interests between the WECSM director and the CETA ptime sponsor
deputy director. There is no doubt_that all through the period durlnglghlch
there appeared to be grounds for'collaboration with th? prime sponsor, the ] ’
wzcs; director was (in effect) incrgasing the status of his 6/§an}2ation, ‘
n. and it was this which enabled the WECSM to salvage something ffom the ill-
(/f/’ fated col%aboratlon, It is also posgible that since the WECSM's effort to
collaborate with the PIC was in facf an effort to take bn the PIC as a sub-
committee ‘of the WECSM, what we are talking abbut is controi, not;collabo-

ration. { . 7, o )
, 4
.

\\Shefnew director a551sted in the\sfc s development:, but he dld
not seek any further :anolvement with the PIC. ﬁreover, %rom the WECSM s

M p01nt of view, an.;nportant incentive to PIC col laborat}on--fundlng--was
decreasing as the_prospect of funding through the\Governor's "ICB program

- - -,

became moxre proq151ngr

None of the other education and work dounicils considered in this >
vofame actively sought colfaboratlon with o@her local\counclls, or eontrol
over those councils. There was little incentive for education and work ' '
councils to seek collaboratign, 4s most local counciis had no money,

. c influence Qf power to offer. e PIC was the exception.’ Among the
councils studled in the previoC: phase, several sought tigs to the newly-

. ) emerging PICs, However, many of the counclls that sought PIC ties (such:
_as WECSM) found that the PIC's goals. and membership requ1rement§ pre-' .

cluded as exten51ve an lnterrelationship as may have been env1sloned

k4
! >
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From the v1ewp01nt of other councils as well, there was 11ttle
4ncent1ve to collaborate with the educatlon and work council unless it
ha@ something® to offer. InLGrat}ot County, for example, other local . .. » .
-couneils be95P t9 seek thelMMEhC out because'it had a group of influ= :
» ential community leaders 'behi'rid it mg@ bedluse it had been successful
in raisiﬁg fuhds Fo?~these reasons, collab®brative efforts were eventu-
ally undertaken hetyeen the MMCAC and the Gratiot- Isabella Career Educa-
tianh Planning Dlstrmct Council (CEPEC), the local career and vocational

advisory group to the schools which prev1ously had feargd the MMCAC's
intrwsion .onto _1ts tuff. 'I‘he CEPDC is compensated by the, MMCAC for act-

ing as fiscal agent for one of its programs 1nvolV1qg school’ teachers,

The MMCAC's reputation also led to th& executive éine;tor's appointment

to the GRAETC Planning and Private Industry Councils, as well as to con- 7
sult1ng work w1th'the State of Mlchlgan regarding potential CETA linkages

with local councils B

In Philadelphia,‘the Youth Employment Subcomﬁlttee was not seek-
ing collaboratlon with the -EWC so mooh as help from the EWC s hard- ‘
worklng executlve d1recto§ when ;t appointed him ChalrmAn of ‘? new Summer
Youth Employment Subcommittee (SY¥ES). .The prime sponsor, which was
advised by YES, had a strong need to run a smooth summer youth program to

merove FP s lmage in the c1ty° The EWC executive d1rector was seen as

a cred&ble and useful resource to help serve the prime* sponsor's needs.

Consequently, even though they may not have 1pr1ated the collabo-
ration, the local Lducatlon and work councils in Gratlot County. and Phila- '
! delphia have had something to offer other local councils in those'Jurls-

digtions. In the exchange, new avenuesifor collaboration between

L4 ’,. .
education and work councils and other local councils, as well as with the -~
organizations represented by other local councils, have developed. T ) N

kY -
! . s > ] ) . ' .
\ Othtactors also affiected the likelihoed of collgporation be-
and work and other ‘local councils in the four Sites exam-
. - - \ + 1\

tween educat
. hineé in this.vorume. Eor the MMCAC, council commitment to the goal o
" career education contributed*to its ultimate collabbration with the *
career and vocational education advisory council CEPDC, while an external
. factor, pressure from the superlntendent of the\ inte ediate school' dis- |

tr1ct, occa51oned the CEpDC' érovertures. These ac rs were strong ' Z &
. E

e . C w1 )
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enough to overcome other factors which operated to inhibit collabo:ation,
such ‘as the CEPDC's advigorypstatus, its narrow goals, and ite slightly

. larger jurisdiction. For the EWC,. prospects for ¢ llaboratlon'w1¥h the
YES were probably enhanced due to the greatly over:Lpplng membe:shlp of'

. the two counclls. The EWC and the YES, which 1nclude 25 to 30° members

> ” ]
.

, each, have approximately <10 members in common. . Lot

The relative lack of coilaborhtiqn between local councils in
Santa Barbara stems primérily.zrom the CCDC's liTi;fH chosen focus, but
also perhaps fr the fact® that other local councils (unlike thﬁ s;.tu—

vol

-ation in"Gratiot ounty or Philadelphia) are not very active, A;.a )

iconsequence, opportuwnities for collaborat\on among local councils are

few. to. :
. J
. .

. 7.5 Policy Inﬁﬂications-

Whlle policy lmpllcatlons fox, the enhancement of collaboration
cannot be df%wn on the’ bas;s of the experlences “of four local councils,
thé experlenées of these councils, comblhed with the experiences of .
other education-and work ‘councils we have observed, leads us to con-
‘clude withithe following suﬁmary of the issues local coéncils should

consider in attempting to facilitate collaboration among local insti- /

’

. tutlons and sectors;, / .
Facilitaéing Collaboration in General
A}
Council leadership, cguncil goals, and the relation- - .
ship between council”leaders and members 3re crlﬁgcal -
factors in the council's ability to facilitate cOllabo- .
-3 ration with any seétor. <Council leaderdst# should be O
carafully selected becauﬁe council- leadership often . ' .
) determines council goals, and the style of the council's ' P
leadership may determine the quality of the ‘relation-
ship enjgyed between members and staff, The education
and workycouncil sponsor sheuld make certain provisions
consistent with recognitivtn of the cr jtical importance T
of coﬁncxl leadership. Sponsors sho con51der the .
use of pre-award planning grants to focus attention on
the recruitment of qualified leadership; guldelines
Legarding the qualifications and attrihutes®of council

- T T e 1y |
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.
leadership; and guidelines or proced s to insure
periodic rotation of council leadership without loss of
continuity in council programming, )

”.f’ n - -
N
|

Collaboration with CETA

_ Councils should fonsider the variety of ways-that
. * exist for interactfon with'\CETA. In interacting with
the local CETA prime sponsor, special dttention should
) be given to the goals and interests of |the ldcal CETA
s (" organization, the behavioral expectati 1S it maintains
for subcontractors, and the relationship among the
” various leyvels of CETA staff and among the various
. subcontractor agencies that do business|with the Iocal
prime -sponsor. Special efforts pay be required on the
counci RZ part to facilitate interaction with a CETA
organization whose geographical jurisdickion ;;vﬁUCh
larger than that of the local council. Education and
work councils should also be aware of how they are
perceived by local CETA agencies. If they are per-
ceived as councils akin to CETA's advisory councils,
local education and work councils may wish to adopt
a name that omits' the word "council". ' Councils should
als® seek interaction with state CETA agencies, which
possess special discretionary funding for projects
whose purposes are coordinative (such as education and
work councils.) . ) '

Collaboration with Bronomic Development Organizations
e
Education and work councils must.engage in special
. efforts to achieve collaboration with local economic
’ . development groups. Efforts to interact with local
economic development actors on councils such as e¢o-
nomic development ‘planning committees, economic-develop-
ment corporation boards, and Private Industry Councils,
should be sought. While collaboration cannot be gquaran-
4 ‘teed as a result of joint membership on councils and con-'
- sequent joint involvement in plan development or review
activities, lack of jncentives to collaboration with
this -sector e it in ent upon an education and w6}k
council seeking such collaboxation §o° participate -in
the activities previously dedcribed. .

’ Collaboration with the Private Sector

+ Councils should recognize the.special qualities
attendant to "thb private sector.” ‘- The private
sector consists of widely d erse businesses whose
interests (apart from profit) will be widely diverse.
The variety of interests represented by the private
sector may be the greagest obstacle to collaboration

‘with that sector. Collaboration may best be inaugu- ~
rated by working with established private sector

l . v
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organizations (such as the NAB or the Chamber of
Commerce)' that can articulat‘:e the interests of

the private sector, or serve to prioritize those
interests in a rational way. In inaugurating
collaboration yith the private sector, the use of
top-level private sector representatives to initi- _
ate cgntact with other top-level officia%s may be
particularly effective, although the collaboraticn
should eventually exténd to others in the private
sector Whose job it is to implement the policies

of top-level léadership. Finally, coungils seeking
to sustain private sector involvement should recog-
nize the inherent difficulties, and should consider
the use of volunteemgresource networks as one
vehicle for expanding private sector iﬁ%olvement and
for extending the reach of council gétivities into
the private sector and other seétors as well,

"Collaboration with Other Local Councils

Edugtion and work councils should study the man-

" dates missions of other local councils in order
to detbrmine how best to form collaborative
relationships. At a minimum, it is often appropri-
ate for education and work councils (by virtue of
their status as community-based organizations) to
be represented on other local councils. If educa-
tion and work council memberS~are represented on
other local councils, it should be clear that these
members are representing the local education and
work council, and not another organization with
which they also happgn to befaffiliated. Also,
education and work councils can play a role in a
greater variety of local councils,{including voca-
tional education, economic development, and parent
tdvisory counetls), and education and work councils
can play a more important réle than has been evident

to date in helping to make 1 adviSorg councils
operate accqrding to federal intent. . . .

. S~
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APPENDIX A: A DESCRIPTIVE-SUMMAéY Oﬁ'FOUR EDUCATION AND WORK COUNCILS

4
The case gtudies which comprise Chapters 3:0 through 6.0 hlghllght

the development of les between councils and specific mst:l.tutlons or
groups. As a §upplement to the case studies, this appendlx presents a

wider picture of each council's goals, activities, and structure.

I. The Philadelphia Education to Work Council (EWC) e .:

The Philadelphia Education to Work Council (EWC) bylaws state
that the primary goal of the council is "to bring toéether repreéenta—

“ ?
tives from business, labqii education, government, community-based
ub

organizationé, and the p ic at large to serve as an effective force in
aiding students and youth in the transition between school and work. "
To that end, the Philadelphia council works primarily to assist other
youth transition sefvice agencies to secure funding, and to act as an

- . N
information clearinghouse for the public and for other agencies.

. The Philadelphia Education to Work Council<had its érigins as a

‘subcommittee of the Philadelphfa Advisory Council on Career Education

(ACCE) .~ a couqsii/yhose purpose was to review career and vocational edu-
cation plans for pupils of the Philadelpuia School District. 1In 1995,
some ACCE members were deciding to fo;m a subcompittee of the council toh
foéus-bn the education and employment needs of youth not served by the
Philade%phia School qiétrict, including dropouts, graduates, and youth

in private schools. While the subcommittee was being formed, one of its

.membeis became aware of the National Manpower Institute gran&s to- estab-

l{sh education.and work councils. The ACCE abpliéﬁ for and received a

grant,* and the ACCE subcommittee became the Edé;ation to Work Council.

The EWC was estabiished as an independent corporation separate from the
ACCE in 1978. . -

B)%ause of the political stxength of a number of public agencies
and industrial and serv1ce unions in Phlladelphla, it was necessary for
the EWC to incorporate.in offler 8 fulfill its role as an impartial
advocaézﬁfgr yétth transition services. In particular, the EWC sought
incorporation to avoid being perceiyed as merely an extension of the
ACCE (an ainsg;y boéy to the Public Schoél District) and as such subject
to the School District's control. ’

‘ . . 120
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The EWC is governed by a Bodrd of Directors which jincludes repre-
pentatxves from labor,-businéhs, education, government, commun1ty-based -
organlzations. and the public. <€ouncil meetings are regularly attenZ:d

by the membership, which include such prominent off1C1als as the exe .
tive director of the Philadelphia CETA prime sponsor, the regional director
the. AFL:CIO'S Human Resource Development Institute, the D1rector of the
gro Trade Union Le=dership Council, and regional public r!lations direc-
tors from such companies as Bell Telephone, Rohm and Haas, and Gulf 0il.
Board members, who Serve f®r three years, elect “four officers at an annual
meeting: the President (who by virtue of his office becomes Chairman of
the Board), Vice President, Secretary, and‘Tr;asurer. The EWC has six
standing comm;ttees (Membership, Pro?rams, Commun1cat1on/Publ1c Relations,’
F1nance, Nomlnatlng,~and Personnel); ad_hoc committees may be appointed by
the President. An Executive Committee of the Board consists of the four
officers, and the chairpersons of all/8tanding and ad hoc committees.
The EWC\§taff is composed of the B{ii::ive Director, an Administrative

Assistant, and a Secretary/Bookkeeper. e

The council directs’most of its activities at°public and non~
profit agencies,\and has little‘interaction with youth, counselo Sy -
teachers, or employers. This focus is partly a by- product of tfé Phila-
delphia eavironment. Both industry and labor are reluctant to support
youth employment rOQrams; due. to the inexperience of the teenagers and
the perceived competiﬁlon they present to adult employment. At the same
time, the promotion of caq'pr or vocat1onal education in the' public

schools is presumed to be the responsibilzty of the ACCE.

. Because of these circumstances, the EWC focuses primarily on

.

developing cooperative relationships with program operators and agency
administrators and helping them to secure funds to operate youth employ-

ment programs For example: .

e The BEWC convenes two discussion groups. monthly, a
CETA Program Operators Task Force and a Career
Education Roundtable (for career education program -
operators). The purpose of these meetings is tgo
.share information about upcoming state dr federal
initiatives or grant Bpportunities, and to discuss

service needs or problems in service delivery.
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e The EWC ponvened’a team of people concerned with
. : helping’/young women in school pursue vocational °*
- education in nontraditional sareers. EWC staff:
« helped the group write a program proposal which
was funded by the Office of Youth Programs and
. /- the Women's Bureau of the DOL for $190,000. The .
+  Young Women's Christian Associition (YWCA) runs.
thé program, which has enrolled 100 women. The : ‘ -
council confinues to support the progLa.m, . - RN
. called PROVE, through contracted technical . 0 .-
- assistance provided to YWCA staff by the EWC ~ ;
- executive director, /and ough several key mem- . . T
¢ bers of the EWC who, serve on an Oversight Com- - ‘
. mittee to give guidance to the program.

® The EWC helped secu;; approval from the State. of .

Pennsylvania to establish a third General Eguiva- )
lencfﬁiploma (GED) testing center to accomodate ®
i a backlog of applicants waiting to be tested.

Currently, the EWC is developing criteria and .
standards fqQr GED tutorial preparation programs, '

and it is initiating a study to establish cost -
paraheters for a model urban GED testing center. \ ‘

.

rd

~e Thé EWC worked Avith program operators to help set
‘\ up a minority-~owned and manag€d music company. - ° :
‘The EWC’is also ¢oncerned with the collection and disoeminati.on

.

of information concerning youth transitlon dervices and agenc1es. To .7

this er).d the council has: - .

A

-

* o -prepared and disseminated a booklet on GED iy
) tutorial centegs in Philadelphia; . .
" @ conducted an occupational awareness workshop
for 300 young women in conjunction, with the
- - ywea; * < ) )
preoared and distributed an Employer's Guide A . . A
to Youth Employment; - )

e conducted conferences on the Youth Employment
Demonstration and Projerts Act (YEDPA) legis- .

lation; and P .
) - e “conducted a series of#comunity informatjon~ ) \ ) . )
. ) forums op the Sujmet Youth E:mployment Program ‘ Do )
(syzp) , \ ' y
. | | 1
The ‘EWC"s activities are known by other bunc:.ls through' a net- 4 ) .

work of -overlappidg board membershj,ps.\ The EWC executlve ;director is a

member of the Private JIndustry Council Operating Commttee and the CETA .
/

Youth Emploxment Subcommittee, and was previously ‘a member of the ACCE. .




Likewise, ‘many oi'\ the chairpersons or most active members of the\ACCE,' -
JPIC, and Youth Employment Subcommittee are represented on fhe Ewc. . The
only relevant organization whi¢h is not included in EWC's network of

overlapping board memberships is the Philadelphia Industrial Development

Corporatidn. ‘ "

Until Septembe’r, 1978, all of the council's funds were recei\?e'd
from the National Manpowe; Institute. The. cou.ncil also received in- -
kind contributions from local businesses, including off1ce space.

Since the" beginninq -of fi&d year 1979, funding for the Education to
Work Council hag come from a variety of sources, including the Governor's
_Special Grants Program under CETA, the Office of Employfent and Training
(the Philadelphia CETA prime sponsor) , the City of Philadelphia Youth :
Services ﬁordmatingoffice, local business contributions, and iroceeds
~ from the EWC's Annual Banquet. Total fur;‘ding for f1scal year 1980 was in
excess of $97,000. -

»

m'e EWC plans tqo,continue. its involVement\in. the Career E?ucation
Roundtable and the CETA Program Operators Task Force. New plans ‘include
council assistance 4in the development -0of a youth employment project
through tbe, us® of a $50,000 grant from the Penjerdel (Pennsylvania-New

Jersey-xDelaware) Corporation. - . o

II. The Mid-Michi omnun%ty Action ‘Council (MMCAC)

' chigan C‘ommunity Action Council (MMCAC)
- since 1ts inception in 1973 hWeen to establish coll NdtJ.ve processes

‘among varicus segments of the comtunity-—agriculture, business, educa-
tion, government, industry and labor-—as a means of addressing youth

cation transition issues in Gratiet County, Michigans 'I‘hrough

grams, 'and by facilitating the developme_nt and-operation of

programs and initiatives, MMCAC has treated some needs of

youth directlﬁy and ddressed others through_ effort#signed to have an
impact on the c ty as a wholé. . ¢

v

<4
'Ihe council s’ service area includes all of Gratiot County, /which

nas a pz‘edominantly white, ‘rural population. ‘Ihere are only three towns
\-la.nge ghpugh to be incdrporated, and ninety percent of the county land
area is 'devoted ta.agriculture. The largest town, hlma, has a population
. . A )
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of approximately 1(2,000. The. historical instability of county industrial

_establishments '(d’ue in ipart to the lack of an extensive, high volume inter:

state transpdrtation system) has resulted in four plant closings since’

1973 in those jndustries which.have been the backbone of Gratiot County's’ g

non-agricultural sector, The unemployment rate has averaged. 14.5 percent
since 1970 and unemployrpent peaked at 25 percent for part of 1975. The
1980 u‘nemployment rate of 13.3 percen® was al;bst !wice the national rate.

In 1974 the goverfiog of Michigan, spurred by discussions with the
State Chamber of Commerce on the subject of career- education, challenged
every coﬁgty to develop a group representative of business, labor,
qovernmenu, industry, and education to bring broader input to thé school
systems"implementation'of state career education mandates. Gratiot was
one of only thr counties to form such an organization, named the Alma
Community Action Council'(ACAC) Evéb during the early sta§es of igs
‘development, ACAC was aware that there was an acute need for adult as
well as youth transition serv1ces, _both within and outside of the Alma
community. In 1975, the ACAC expanded its tafget area to include the
entire couhty, sought county-w1de membership, and changed fgs name to the

Mid-Michigan Conumnity Action Council. 1N * -;(
. F

'me MMCPﬁ“Board ,of Directors is composed of twelve Occupatio 1
representatives and six regional representatives. There are two occ}uz
tional repyes atives from the agriculture, business, education, govern-
ment, industr?and labor sectors, the regional members represent six
towns and'rural are‘?s wifghin Gratiot. The membetship includes a mix of
high-rahking offioials,,co!mmm'ity leaders, and public servants. For

~ example, serviw on council are at least offe county commisioner, "
onL P nent c_itiz ith close* tiés to the governor, and several local
busineéspersons, teachegs, and‘schd’o.l counselors. 'I“heré are also.ten ex
] officio members of the Board. These ;r\enlbers are volunteers from organi-
zations with an interest in coun'cil activities, amd do not have voting
priviIeges. Thz Board elects four officer <President, Vice President,
Secret,a.ry and Treasurer--who Comprise ﬂ-;Z;;ecutive Committee. Council
activities are overseen and implemented by the council staff (Director .

and Associate Director) and six program staff. The office’ staff is com- .
posed of a ?60kkeeper/0ffice Manager and a Secretary, who offer support

e
[
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services to both council and program staff. The MMCAC is c:rqanize'd into
five task forces: Career Education, Economic Education, School-Community
D&aloqﬁe, Full Employment and Economic Devgldbment, and Council Fund-
raising. Each Task Force is led by a Board member or an ex officio
member. > . . . ,

-’ The council stresses its role as ;; active @rganization opefat-

ing an behalf‘of,Gratiot Coun ‘as.a catalyst, resource b{pker, and program
implementor in four ;reas of adivity: ‘Career EduEEEion, Economic Educa-
tion, School Commun1ty Dialogue, and Full Employment and Economic Develop-

ment. Some MMCAC" undertak1ngs in each of these areas are br1efly descrlbed

(‘7\\ below:
N

Qareer Education . ‘
: \ ’ -
e Dial-A-Speaker. The council acts as a resource
center, obtaining spffakérs from its volunteer list .
of 1200 persons to spedk on various topics in
school classrooms and elsewhere. In its role as a
resource center, the council also ipmtains a
videotape library. The tapes contain informatian
on careers, job hunting, and the work world, and
are available to organizations free of charge.

e Career Interest Survey. MMCAC conducts a compu-
terized survey of students in grades 9-12.to
determine their career interests. -These surveys g
are used to plan council activities, and' are also

: made available to the schools. ' . .

e Eleventh Grade Rotary Club/MMCAC Career Exchange
Days. The council initiated a l% day, oge-on- X
one, on-the-job career exploration program *
involving trips to work sites and discussions with °*
employers and employees in occupat1ona1 fields
selected by the student.

. e Twelfth Grade "I Want to Work"” ®ob Workshops. °
o/ MMCAC holds employability skills werkshops which
jimclude the use of instructive videotapes, mock ‘
interviews, resume critique sessions, and dis-
cussions of job hunting and hiring techniques.
This program utilizes council staff and volunteer
employers.

)
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Economi'c_Education . L

staff operate
elementary schools
« ments th are
jobs and pations.' The staff explajin the
. use or .function of these objects and answer
T questions posed by the‘{children.‘

| —t ® MMCAC/Chamber of Commer¢e Business School )

* Dialogue. This is a day-long workshop for . o
junior high school” s';udents during which they
can discuss economic and business issues, as"
well as the business, world with local, business

\_ leaders. . 2V i ' - .

arrying tools and accoutre- ,

‘ School/Comrunity Programs

e Share-A-Work-Day Exchange. Teachers, counselors,
and school admnistrators visit worksites for a
\ day, in'a program désigned to increase their
- knowledge of occupational f1elds that their |
< ) . Students may enter,, '
. a

Full Employment and Economic Gxowth /
4

- e E.M_Q_Mgl_gmen;_. 'me MMCAC has engaged in /'

. numerous efforts to improye local economic develop-
0 ment, 1nclud1ng the establishment of a county-wide
y . - ' economic develpptr.ent -organization, the preparation”™
. . of county economic development plans, and the initi-
o ation of a workshop’ for workers who had been laid
o off from their jobg»at a local chemical plant.

e Te 0dd-Job nt Service (TOES). The
’ MMCAC acts as a clearinqhouse for youth seeking .
temporary work and ihdividuals and ofganizations
seeking temporary laBor. ’

® CETA Life Skills Clasa The council conducts a
. *  four-week pre-vocatidnal, program for ali CETa
participants in Gratiot County. The program
rins ten times a year, and has four one-week .
components: career. exploration, consumerism,
employee/employer relations, and employability
skills. by -

‘e Women,in the Work Force. Thig program was
designed to address employment and career
' . advancement problems of women in Gratiot Cqunty.
’ ' Through discussion g¥oups, support networks,
. and job-oriented workshops, the program hopes to }
improve participants’ selfnimage and employment
opportunities. r

: M‘ . l S
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=~  ment of career education programs for'youth and adults,” and "to assist.

. Lox o
- * : 5\ \

’

The MMCAC continue;'to develop and support education ;nd work
councils in neighboring counties and participates in state-wide efforts .
—Nito,increase collaborapiQn sponsored by the staéé gévernment. The
council 1s also developing a manual for CETA prime sponsors which _details

education and work council operaéioﬁs, and the benefits of educa nd

v

work council activities “for prime sponsors.

+ <

The council operated as a volunteer organization duripg'l975, its ’
first year with staff- From 1976 through 1979, the majority of its budget . h_
came from the Nétioﬁq; Manpower ‘Institute. The budget for calendar year
1980 also includes donatiohs, as well as grants from the Grand Rapids Area
Employment and Traininé PIC, the National Alliance of Business, and the
M{chigan Departﬁent of Labor.- The total amount of funds received during
1980 was $163,000. ‘

éince,Gratiot County became part of the Grand Rapids CETA Con-

sortium on October 1, 1979, the MMCAC has become more involved with
" CETA-funded programs, particulaf}i those Private_}ndustry Council

projects directed at’the private sector. The cdgncil is continuing.its

support of state-wide collaborative efforts, and it has focused particular )
attention on organiziﬁg edué;tion and worﬂ'cﬁb@cils in rural areas nation-

wide. LCareer education prograﬂf continue to bé\a major part of council .
activities. Although there has.been a recent change in directors, the

first such change since the council's initiali¥ear of operation with staff

(1975!, both board members and council staff are determined to maintain

the council's broad-bqsed communify action orientation and its‘c nt

to increased local coliaborqtioﬁ.

II11. The Work-Education Council of Southeastern Michigan (WECSM) .

The goals-of éﬁe Work-Education Council of Southeastern Michigan
. (WECSM) , as stated in the bylaws, arer"té bring together representativesg ,
from education, busineés,~4ndustry, ggvernmEnt and labog to serve as_an
effectiye force in the developmént an§ implementation of programs which //
will serve to facilitate the.trangition of our youth frpm school to the
world of work, and will serve the occupational needs Jf our youth and -’
adults.” The-council also‘seekg "éq%cdlﬁiGate, develop and coordinate ,

community resources wﬁiéﬁ.can be appiied to the maintenance and improve-

R ' | 127 : \



in the evaluat:.-on of the efficacy of career and vocatmnal education

programs,” L. Vs .
The Work-Education Council of Southeastern M:ichigan, Inc. was -

" formed in 1974 as ‘a product of the Livohia Public School administration.

and the Livonia Cham.ber of. C rce, The council was conceived with a

ma.ndate to serve I..ivon:.a, a prosperous glty in Wayne County, Michigan, and

was onginal].y named the .Livonia Area Industry-Education “Council. In 1977, ' .

the vcouncil was formally incorporated and recelved funding from theée National . . |

Manpower Institute. From then on, the council began. to expand 1ts activ-

‘ities throuqhou{ muech of Wayne County. By April, 1979, the council ¢

offices had been relocated 1n Plymuth Mi!:hlgan, to’fac111tate formal

ties with the Wayne Coxmt’y Office/of Manpower (the CETA prime sponsor) '

and to p.miru.sh the Touncil's previous 1dent1f1cat10n as an organlzatlon v ) .

that served only Livonia.’ \ ] - . . -

.,

.

i - There were two important reasons for th’J/s El.ocational and service -
area shift in the councills operations. The first was to'benefit from
the Wayne County Office of Manpower as a major source of CETA funds.
_The.eouncii originally hoped to receive these funds by subsuming the .
responsibiljties of the local Private Industry Council (PIC) : including
che design and/funding of training programs in ®he private sector,

The second reason for the relocation of council heedquarters out- . |
% gide of’ Livpnia was .due. to the disparity in demographic and employment
trends between Wayne County and Livonia. These trerdsuggested that a
greater need for council services existed outsiée the City of Livonia.

The unemployment rate in Wayne County Qas 4.3 percent in 1970 and

6.5 percent in 1977. Teenage unemployment” was almoet double that of

adults throuqhout this time period. In contrast, theg unemployment rate” |
among adulks and youth aged 16-19 was much lower in the City of Livonia, |
which had been experiencing significant industrial'and commercial growth . ;
since 1950. 1In 1970, Livonia had the highest média.n family income in
the United States 'among cities of similar sibe, with a ptedominantiy
viiite population and a large white-collar/labor force. The percentage
of racial minorities in tho'predominmtl} blue-colilar labor force of
Wayne ty is sixteen times greater than that in Livonia.




Membership, Electigm, and Finance.,

v

N - ' . ' ‘ . f
’ Based on these two factors, and the desire to increase its

services to those clients who were perceived t~have the greatest need
for assistance-from youth transition service agencies, the council

advocated the expansion of its service ayea and relocation of its offices.

i »

_The council's Board of Directors is oomposeﬂ of 27 people from both

the City of Livonia and Wayne County. There are ten representatrves from

‘businhess and industry, eight from education, four each from, government and

the cammunity, and two from iabor. » Since 1978, the council has designated

slots on its board for representatives the followrng positions: the

Past-Presrdent of the Livonia Chamber of Commerce, an administrator from
the Livonia or Wayne' County CETA Office, and an agency director from the

Although at one time, more than half the mem-

Mayor's Office of Livonia.
bers repre;ented the Livonia area, the douncil's direction and activities
are closely guided by the Executnre DBirector and the Executive Committee,
who have sought tb extend the council s activities throughout the county.

The Executive Committee consists of the Executive Dérector, President,

Vice-Pre51dent Chamber, Past- President, Secretary, and Treasure!r The

council staff consists of the Executive Director, an Adm;nlstrative
4 ’
Assistant, and a Secretary. There are three standing council committees:

Ad hoc committees are formed as needed.

Because of its small staffy the_WECSﬁ does not have the resources
to operate projects, The 'primary role of the council has been to act as
a catalyst to bring together other youth transition agencies to provide

needed services, \

3 . ' \

Since its inception, ‘the council has had two executive directors.

Both have exerted a major role in the council's development. The coonqi}

has been credited with several achievements. For example:
e The council aided in qatherinq support for extend- N
inq,th. availability of the Michigan Occupational
. Information System (MOIS) to community-based

) organizations and agencies serving out-of-school
youth, The council solig¢ited the suppart of the
Wayne County Office of Manpower, the Livonia .
CETA Office, and the Public Schools. Through the
use of 50 remote computer terminals and the MOIS
User Handbook, students ‘and out-of-school youth
can better determine which vocatiopal positions
are best suited to their talents ? educational
levels; . 1?

(4
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e The council participated in a project with the ,
Central ‘Metropolitan’Detroit Work/Education
Council, providing .75 unemployed youth with an

* - —/  opportunity to receive college credit for work

experience;- /
® The council aided the Livonia Public Schools
in conducting career counseling conferences
_ for teachers who have become unemployed due
to decreasing school enrollment; . ¢
e The council helped negotiate the.establishment of a
- Labor Movement\course in the Livonia Public Schools,
conducted by the United Auto Workers Education
- ' Department. The council has also served as a forum
- ' and .eatalpgt for the continued involvement of the
Livonia lic Schools and the Livonia Chafber of .
Commerce in youth transition programs; and
® The council assisted in the development of other .

education and work councils in Michigan, of the
Wayne County PIC, and of %he Governor's Inter-
agency Collaborative ef#fct to increase coordi-
nation between CETA prime sponsors and the public
schools.

-

," : .

Council efforts to subsume the fesponsibilities of the Wayne 'County
PIC cause§ some dissension among council members, and between the council and
other Livonia sefvice organizatioﬁs. This dissension led to;the re;I;nation

" of tﬁg executive director in May, 1979, Ultimately, the WECSM chose to assist

’ L.

the PIg in its development rather than to incorporate the PIC as a sub-

" committee, ° = :
‘ The primary fundiné sources for the council from April, 1978
' through March, 1979 were the Natioﬁal Manpower Institute, thé Livonia

CETA prime sponsor, the Livonia Pubijc Schools, and the Livonia Chamber
of Commerce. At the end of that period, the continued financial support
of the Livonia agencies was in jeopardy due to the council's decision to
relocate outside ¢f Livonia. The Wayne County Office of Manpower
shouldered the majority of the cou;cil's expenses during the foiiowing
year, through March, 1960. The total budget for that year was $110,480.

At the pregserit time, the council is operating with a new execﬁ-f

. tive director and in expanded service aieé. It has turned its attention
gway from its own development, however, in order to asé&st other local

coflcils in their development. Although these other councils have ‘ ' .
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supported the WECSM firancially, the sihilaritbeiain'their mandates has

served to obscure the unique gaals of the WECSM, and to lead council
v LI

-
'

members to re-evaluate WECSM's purpose.

:sIV. The Santa Barbark Community Career Development Council “(cenc)

ThlS education and, wolk council was founded in 1977 as.one of
five counc1ls sponsored by the National Alliance:of Business (NAB)
Like the other NAB-sponsored couqc1ls. the Santa Barbara Communlty
Career Development Council (CCDC) emphasizes: private secsor involvement

LY

‘in .youth transition from school to work. ;

LY
,

~ Santa Barbara is a wealthy community .100 miles north of Los
Angeles. Its majof industries are tourism, servic?s—’and governmeﬁt.

Located in the more prosperous half of Santa Barbara County, the City of

Santa Barbara has relatively few dlsadvantaged youth, an’\éxzelat1vely low

youth unemployment rate. Perhaps because of the community's affluence. .
the coupcil has chosen to focus not,on employment but on encouraging the

local high schools to provide career education opportunities.

The local NAB chapter was originally given $25,000 to establish
and support a council and an executive director. The MAB director in
Santa Barbara selected twelve counci} members; all but one of the.six
business represenﬁatives were already members of the NAB Advisory Board.
Of the other si§ members,tfive were from education and ene from govern-
ment. In the council's three-ykar history, all twelve members have‘been
Ahe chief executives of their organizations. The council's small size
and high-rankiag stature were ‘intended to permit decision makers in‘' °
ldifferent sectors to collaborate efficiently and to be influential in

.

the community.

: 'Ih‘ CCDC spent its first six months formulating its goals. The
result was a carefuily-worded statement which specified the council's
iptention o encovraée basic academic skills development and career
awareness ‘for youth. Unlike other educatiorr and work councilej the
CCOC's executive director provzdes staff support only; the council .

members control the council's direction. ' ‘

\
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o L "Ehe CODC 8 two main activitiea to date reflect both its pol1cy

and its _JRrogram enphaSes. ;;f‘pgllgy}orlented work has focused on the
. - ’ L4
. development ‘and monitoring a career education plan. The "plan" is . ’
~ actually a policy statement that the council asked the local school

.. board to endorse The request was ‘made by means of formal testimony

by three council menbers (all businessmen) at a School Board meetmg in

v

which the School Board voted to endorse the plan. A few months later the e
School Board contemplated laying off several school-basdd career education ¢ i«~vf
staff as a cost-cutting measure. The council committee appeared-again

before the School Board to remind it of its endorsement of the plan. As

~ . ‘.
a result, some of the career education staff positions were saved.

The career educaéion plan has remained a topic of council concern.

A

School principals are occasionally. invited to a council meeting to pre- >
sent reportE_of’their progress to the members. The members are ready to
return te the School Board any time-they feel tﬁat career education is in
jeopardy. }

- e *

s The second main activity Of the’ CCDC has been the recrultment of

employer-based counselors (EBCs) for ‘a project co-sponsored by the

v

National Alliance of Business and the Santa Barbara County Schools. The

project consists of employer-based counseling plus on-thg-job traininq

placement® and shorter private sector intemsﬁp placements for CETA-

eligible higi} school students in the program. - y . jn
The council members and the director have taken responsib;lity

for recruiting and trai;ing EBCs. 'More than 300 private sector indl-

viduals have counseled students to date. The council's ties to the

Chamber of Commerce (through a key member) enabled the council to send’

‘out a recruitment mailing to all Chamber of Commefce membérs. In addi-

tion, council members and the director made personal conqacts with a N

. large number of potenttal EBCs. With local funds, Supplementlng the ° e

original federal grant, the projgct has expanded from five high schools to

<’ include every h1gh school in the county. The council sees this project :

(/ . ! as one which advanceg its goal of providing every h1gh school student an

' 'opportuniti to explore at least one job of hispor her chojce. With the

project's expansion to the entitre eOunty, the council is nearing that*
goal. . : ’

- 4
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. The Santa Barbara CCDC is partially supported by a federal gtant
through Youthwork Inc. which funds the couricil's recruitment of employer-

based—counselors. This gfant'pays the executive director's salary, the:

council!s only budget item, In-kind contributions such as off1cecspace

and secretarial support are provided by NAB.
’ . l
Although the EBC project and the career education plan have been
L ‘ -

the ma;or activities of the Saﬁta Barbara CCDC, it has also partlclpated

N

* in MAB Career Guidance Inst;tutes for school personnel, a state-w1de task
force on vocational educat1on, and” an inventory of al!‘career guldance
activ1ties in the county: Taken togethen, the council's projects address ’

a wide range of audiences, inciﬁding the ousiness community, high school

students, teachers and counselors, local pol1cy-makers, and state- level

policy-makers, but its focus remains primarily on increased private

sector invoivement in impreving career education in the Santa Barbara

»

community.
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Strategy
Development

. L)
k\lr -—
v
Initial
Activities -

L

ldentify sector's
unmet needs and
goals

Participate in activities
that provide access to
information and decision
miking

ldentify what
council can do
for sector

Give help to sector
before giving advice

Rule out activi-
ties which will

undercut or.com-
pete with other

groups

Credit-sector (ﬁubl icly if

- appropriate} for 1ts

success

Avoid primary
dependence on
sector for
finances

Seek membership on other
councils and agency
boards, create overlapping
board memberships

e

- L]

’

Counchl Staff
and
Membership
Hire nignly
qualified
executive
dicector
Establish
boards of
infiuential
and knowl-
\ edgeable
peopie
Include mem-
bers from
. all major
sectors
*’
of
’
O

Securd sector's
representation
on coutcil board

Provide neutral forum for
intergroup contacts and
open discussion of issues

Avoid probTems
with political
overtones

Act as clearinghouse for
information and people

Growth and
Ongoing Activities

-

Act as impartial mediator,
coordinator, and catalyst;
g0 ndt run programs,

Provide advice to sector

Secure partial funding from |
sector

=

Conduct activities on
behalf of sector

4

Host annual banquet or
other event that publicizes
sector's achisvements

. -~

'

STEPS IN IMPLEMENTING COUNCIL COLLABORATION WITH PUBLIC SECTORS
(SCHOOLS, CETA, PUBLIC ECONOMIC DEVELOPMENT GROUPS)

Educite own board members
in youth transition issues

. "

Educate own board members
on goals and concerns of
the sector

ApPENDIX B”

.

! 4:0:\1'4. l
pa

Capitalize on influence of
board members to further
collaboration process with
sector

T
.
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